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Summary 
 
SUMMARY 
 
 
 
The Printing and Packaging Industry in South Africa has become very competitive over 
the last decade.  Imports and the move towards environmentally friendly packaging 
have put additional strain on certain sectors of this industry.  EH Walton Packaging (Pty) 
Ltd is one of oldest converters in the industry, established in 1845, and has always been 
a leader with regards to new technology.  It has grown from a small, family business to 
one of the biggest and most respected in South Africa, but it is still a private company.  
Due to the rapid growth the shareholders approved a multi-million rand expansion 
project in 2000.  After completion the anticipated increase in shareholder value did not 
materialize, even though the production facility is always busy. 
 
The objective of this research study is to demonstrate to senior management that 
quality does not end with accreditation of ISO 9001:2000, but that total quality 
management is invaluable as a business strategy to reach world class manufacturing 
standards and to sustain organisational excellence.  The research will investigate the 
origins and development of total quality management and world-class manufacturing 
and extract the most important elements that form the basis of sustainable 
competitiveness, as well as research done on the reasons why businesses fail. These 
elements will be further investigated, with special emphasis on the African/South African 
environment.  Research showed that sustained excellence in business and quality is 
based on customer focus, guided by strategic planning, with leadership at the core, 
enhanced by philosophy, employee improvement and involvement, and quality 
assurance.  Failure of achieving excellence is best summarized by Deming’s Seven 
Deadly Sins. 
 
The case study approach that was followed to determine the status of total quality 
elements within the company yielded contrasting results.  A number of the “sins” were 
identified as present in the business strategy; levels of leadership varies from traditional 
Summary 
 
to high performance; understanding of where the company is heading is fragmented; 
there are no social programs in place and training only concentrates on apprenticeships 
and not on developing shop floor skills – to mention a few.  Surprising is the world-class 
orientation with regards to customers; but again, this is contrasted with the lack of active 
customer satisfaction initiatives. 
 
The study concludes that although many negative aspects exist and that the prevailing 
culture does not appear to support change towards world-class growth, there is an 
element of positive energy among employees.  Most of the employees who participated 
in the study believe that the company has a bright future.  It is these attitudes that must 
be used to drive change, with a clear vision, good strategies and world-class leaders.  
 
Key words: 
1. Private company. 
2. Total quality management. 
3. World class manufacturing. 
4. Organisational excellence. 
5. Strategies. 
6. Business failure. 
7. Leadership. 
8. Culture. 
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10. Customers. 
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The Problem and its Setting 
 
CHAPTER 1 
THE PROBLEM AND ITS SETTING 
 
 
1.1 INTRODUCTION AND BACKGROUND 
With the lifting of trade embargoes since 1991 (Yearbook of United Nations 1991, 
http://id=BTdmYFgvyi0C&pg=PA114&dq=Wh, 2008) and the influx of quality and 
price competitive products from all over the world, the need to become a world 
class competitor in any industry has become an increasing  necessity for survival 
and continued growth.  To be able to compete in this “new” global market 
companies must be able to provide products of a higher quality, more cost 
effective and faster than any competitor whilst still ensuring adherence to labour 
laws and growth initiatives introduced by the South African government.  
 
The influence of imported products on the South African Packaging market is 
seen in the fluctuation in the annual packaging volume production recorded from 
1998 to 2007, varying from negative growth of -0,2% in 1998 to 8,3% in 2007. 
The instability in the market is reflected in the inconsistency of the annual 
production volume as reflected in Table 1.1 (BMI Foodpack, 2008, p96). 
 
Year ‘000 Tons % Change 
1999 2 319 -0,2% 
2000 2 303 -0,7% 
2001 2 358 2,4% 
2002 2 459 4,3% 
2003 2 499 1,6% 
2004 2 569 2,8% 
2005 2 623 2,1% 
2006 2 723 4,1% 
2007 2 960 8,3% 
2008 (estimate) 3 037 2,6% 
Source: BMI Foodpack, 2008, p96 
Table 1.1 Annual packaging volume production – Total packaging 
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Predicted growth towards 2010 is estimated to be very slow and not exceed 
2,0% per annum. In addition to this slow growth, the competitive rivalry in the 
Paper and Board division of the packaging industry will become even more 
competitive towards 2010 due to the large number of competitors within the 
industry.  Estimated annual production volume for 2008 vs 2007 is a drop of 
5,7% from 8,3% to 2,6%, with the Paper and Board Division estimated to show 
the largest drop from 5,1% to 0,1% year on year  (BMI Foodpack, 2008, p96).  In 
South Africa there are 30 main suppliers in the corrugated market and 21 in the 
carton board market (BMI Foodpack, 2008, p106).   
 
The key to building competitive strength is related to world class practices (Flynn, 
Schroeder & Flynn, 1999; Schonberger, 1986, p2; Hodgetts & Luthans, 2003, 
p63).  This dissertation investigates the concepts of Total Quality Management 
(TQM) in terms of World Class Manufacturing (WCM) and organisational 
excellence and aims to explain why a lack of understanding of the concept has 
resulted in anticipated growth not materialising after capital investments.  Using 
existing literature and research main elements of TQM in terms of WCM and 
organisational excellence are identified.  It then examines current practices, 
strategies and philosophies via case study methodology at EH Walton Packaging 
(Pty) Ltd identified to be important in terms of TQM for growth, with 
recommendations on the way forward. 
 
1.2 EH WALTON PACKAGING (PTY) LTD: FROM 1845 TO 2008 
EH Walton Packaging (Pty) Ltd has a proud history that stretches as far back as 
1845, established in Port Elizabeth by Sir Edgar Walton as a printing company.  
In January 1948 the company was divided into two distinct functions: packaging 
and newspapers.  With the loss of the protective umbrella and financial 
springboard of the EP Herald and the Weekend Post, the company had to 
reorganise itself to face the demands and challenges of the packaging industry 
(Walton, 1995, p83), whilst staying in private hands.  As specialist lithographers, 
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carton makers and vacuum formers, the company has “sought to serve the 
changing demands of its customers by continued application of advancing 
technology” (Walton, 1995, pxi). 
 
As part of this quest to serve the changing demands of its customers, the 
company successfully implemented ISO 9001 with accreditation in 1998. This 
accreditation has been successfully maintained and is still valid in 2008 as ISO 
9001: 2000.  The quality of work that has been supplied to customers has been 
exceptional and leading for the industry – it was the first printing company to 
introduce high gloss ultraviolet finishes to the South African market, in-line 
laminating processes, as well as computer aided design systems for packaging.  
This contributed to the positive growth in market share leading to increased 
orders and workload.  As a direct result of this growth the shareholders of the 
company approved a multimillion rand expansion program that included the 
upgrade of production facilities from “third world” to “world class”, as well as new 
equipment, thereby ensuring the leadership position in industry technology is 
maintained. 
 
The basis of a world class approach and TQM already form part of the 
company’s original quality policy statement.  The policy includes the 
encouragement of employees to challenge requirements, the creation and 
maintenance of attitudes for preventing defects and the striving for excellence 
and continuous improvement (Quality Policy Statement, EH Walton Packaging, 
1998).  This basis was further defined by the revision in July 2006 that included 
understanding of customer requirements, continuous improvement of processes 
and development of employees (Quality Policy Statement revision 1, EH Walton 
Packaging, 2006). 
 
1.3 STATEMENT OF THE MAIN PROBLEM 
Although the initiatives and implementations with regards to upgrading of 
facilities and equipment, strategic directions as far as customer base, and 
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accreditation of ISO 9001, the expected growth with regards to bottom line has 
not materialised (EH Packaging Board Report, July 2006, p1).  Kerzner (1998, 
p75) states that during economic favourable conditions: 
 Companies implement corporate initiatives at a tedious pace; 
 Corporate managers believe that their guidance was sufficient to keep their 
companies healthy; 
 Outside consultants are brought in primarily to train production workers in the 
principles of corporate initiatives; and 
 Executive training sessions are rarely offered. 
       
Taking into account these comments as well as lack of information pertaining to 
TQM elements in EH Walton Packaging Board Reports, the main research 
problem is: 
 
The level of understanding and application of total quality management 
principles at senior management level has a negative impact on the growth 
towards organisational excellence and world class manufacturing. 
 
1.4 STATEMENT OF THE SUB-PROBLEMS 
The following sub-problems have been identified, the solution of which could 
contribute to resolve the main problem: 
 
1.4.1 The first sub-problem 
The focus on short-term growth strategy impacts negatively on long term growth. 
 
1.4.2 The second sub-problem 
The lack of leadership at various levels impacts negatively on world-class 
manufacturing practices. 
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1.4.3 The third sub-problem 
How and to what extent does the prevailing philosophy contribute on attaining 
world-class status? 
 
1.4.4 The fourth sub-problem 
Workforce empowerment is an effective strategy towards organisational 
excellence. 
 
1.4.5 The fifth sub-problem 
A lack of understanding of TQM principles impacts negatively on organisational 
excellence. 
 
1.5 THE HYPOTHESES 
The multimillion rand investments approved by the shareholders of EH Walton 
Packaging (Pty) Ltd and executed under the directive of the Board of Directors 
can be vastly enhanced by the application of systems and techniques that form 
the basis of TQM.  The following hypotheses were formulated based on the sub-
problems identified: 
 
1.5.1 The first hypothesis: 
H0: There is a lack of consistency of purpose in the company. 
Ha: There is consistency of purpose in the company. 
 
1.5.2 The second hypothesis: 
H0: There is a lack of long-term planning for profit. 
Ha: There is long-term planning for profit. 
 
1.5.3 The third hypothesis: 
H0: There are no clear performance indicators to guide towards achievement. 
Ha: There are clear performance indicators to guide towards achievement. 
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1.5.4 The fourth hypothesis 
H0: There is a lack of leadership at all levels. 
Ha: There is not a lack of leadership at all levels. 
 
1.5.5 The fifth hypothesis 
H0: The existing company culture is not conducive for growth towards WCM. 
Ha: The existing company culture is conducive for growth towards WCM. 
 
1.5.6 The sixth hypothesis 
H0: Current empowerment practises have a negative influence on growth towards 
WCM. 
Ha: Current empowerment practises have a positive influence on growth towards 
WCM. 
 
1.5.7 The seventh hypothesis 
H0: There is a lack of understanding and acceptance of the value of TQM by senior 
management. 
Ha: There is understanding and acceptance of the value of TQM by senior 
 management. 
 
1.5.8 The eighth hypothesis 
H0: Customer orientation is a production orientation. 
Ha: Customer orientation is not a production orientation. 
 
1.5.9 The ninth hypothesis 
H0: There is a lack of understanding of the importance of customer service. 
Ha: There is not a lack of understanding of the importance of customer service. 
 
1.5.10 The tenth hypothesis 
H0: There is no difference in understanding and perceptions of TQM principles 
between leadership and shop floor employees. 
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Ha: There is a difference in understanding and perceptions of TQM principles 
between leadership and shop floor employees.  
 
1.6 DELIMITATION OF THE RESEARCH 
This research will be limited to employees at the production facility of EH Walton  
Packaging (Pty) Ltd, situated in Port Elizabeth, focusing on aspects pertaining to 
WCM and TQM. 
 
The delimitation of the research serves the purpose of making the research topic 
manageable from a research point of view.  The fact that certain topics are 
omitted does not imply that they are not important, relevant or that there is no 
need to research them. 
 
1.7 TERMINOLOGY 
 H0: The null hypothesis.  The claim about the population that is initially   
  assumed to be true. 
Ha: The alternative hypothesis. The claim that is in contradiction to the null 
hypothesis. 
ISO: International Systems Organisation. 
JIT: Just-in-time Manufacturing. 
 TQM: Total Quality Management. 
 WCM: World Class Manufacturing. 
   
1.8 OBJECTIVES OF THE RESEARCH 
Although the company accepted ISO 9001 as an expense worth investing in it 
has not embraced the totality of TQM.  The overall objective of this research is to 
demonstrate to senior management that TQM is an invaluable tool to help with 
the attainment of world class standards and that the current systems and culture 
within the organisation is not conducive for growth. 
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1.9 SIGNIFICANCE OF THE RESEARCH 
As one of the oldest companies in Port Elizabeth and in the packaging industry in 
South Africa, EH Walton Packaging (Pty) Ltd is also one of the only companies 
still privately owned – the other in the same category being Golden Era and New 
Era (http://www/golden-era.co.za/Pages/bodyNEPackaging.asp., 2008).  
 
The growth since 2003 has been as a result of both investments and 
service/quality delivery and although the company culture has been conducive to 
long service, it has not kept up with modern management and human resource 
trends, especially in post-apartheid South Africa. The additional demands placed 
on management and production staff due to the increased market share could 
manifest itself in some of the following problems associated with change 
(http://www-distance.syr.ed/montrsdl.html, 2006). 
 Reduced feelings of self-worth as many people tie much of their identity to 
their career or job; 
 Less organisational cohesiveness resulting from reorganisation or lack 
thereof, or change may cause confusion, loss of friendship and reduced 
confidence in leadership; 
 Loss of service to clients or customers resulting from organisational change 
or lack thereof, creating feelings of helplessness among employees and even 
experience customer anger and hostility; 
 Less trust of management and leadership from employees during stress 
associated with workplace changes; 
 Increased incidence of dysfunctional employees creating violent acts after 
change and some employees require special counselling or medical support 
during times of change; and 
 Increased estrangement between employees and employer resulting in 
declining morale, distrust of management and fear of losing jobs.  
 “All employees must understand their jobs and their roles in the company – and 
how these roles change as quality improves.  Such understanding goes beyond 
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the instructions given in manuals or job descriptions.  Employees need to know 
where their work fits into the larger context: how their work is influenced by 
workers who precede them and how their work influence workers who follow. 
They must learn new skills for improving work” (Goetsch & Davis, 1997, p330). 
 
It has been identified by the researcher being an active link between the senior 
management and employees that all employees need to understand and adjust 
their role in the growth towards world class.  Management styles and resulting 
actions pertaining to training, encouragement and leading must fit in with the 
larger context.  By identifying current attitudes, actions and perceptions of 
leaders and what the understanding and perceptions of all employees are in 
context of a TQM setting, recommendations can be made to assist with the 
transformation from a traditional company to a world class company. 
 
1.10 RESEARCH METHODOLOGY  
The following procedures will be adopted in conducting the research project in 
order to solve the main problem and sub-problems. 
 
1.10.1 Selection of suitable research methodologies 
It was considered essential that suitable research methodologies should be 
identified for collecting the data required.  According to Leedy (1993, p121) 
methodology is an operational framework within which the facts are placed so 
that their meaning may be seen more clearly.  When selecting a methodology the 
data collected should be considered, because data and methodology are 
inextricably interdependent. The research methodology for a particular problem 
must always recognise the nature of the data amassed in the resolution of the 
problem.  It is therefore necessary to investigate the data to be collected as the 
nature of the data and the research problem dictate the research methodology. 
 
Two methods of investigation were used during the completion of this study, 
namely primary (empirical) and secondary (theoretical) research. 
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1.10.2  Empirical study 
The empirical study will consist of the following: 
 A survey conducted in the delimited area via questionnaires; 
 Interviews with various key personnel in areas of quality, production and 
marketing; and 
 The data retrieved from the survey will be interpreted and analysed using 
recognised statistical methodology. 
 
1.10.3 Literature study 
 An in-depth literature study will be conducted in order to identify the key factors 
regarding the main problem and sub-problems.  Information will be gathered from 
libraries, the Internet, newspaper articles and industry publications as well as 
company documentation.  Library information will include text books, published 
articles and journals. 
 
1.10.4 Research steps 
This research project is envisaged to comprise of the following steps: 
1. Formalise the research problem and sub-problems. 
2. Obtain management approval for the research. 
3. Investigate the concepts of WCM, organisational excellence and TQM.  
This will require literature study and interviews with various stakeholders. 
4. Investigate the current status of TQM and WCM principles within the 
company.  This will require literature study as well as collection of data via 
questionnaires and interviews. 
5. Analyse data collected using recognised statistical methods. 
6. Draw conclusions from the results and make recommendations.  
 
1.11 ASSUMPTIONS MADE 
The following assumptions are made: 
1. Management will approve and support the research as a means to 
enhance the effectiveness of capital investments. 
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2. Time for distribution, completion and collection of questionnaires by 
employees during production will be made available. 
3. Facilities to copy questionnaires will be made available to complete the 
project. 
4. Management and employees will complete the questionnaires honestly 
and in a timeous manner. 
5. Employees approached for interviews will be willing to participate. 
6. The quality control staff of the company will assist in facilitating the 
completion of questionnaires, especially with illiterate employees. 
7. All information and references relating EH Walton Packaging (Pty) Ltd and 
any clients will be treated in the strictest of confidence by researcher, 
study leader and examiner of this project. 
 
 1.12 REFERENCE METHOD 
The American Psychological Association (APA) referencing style is used 
(Schultz, date unknown). 
 
 1.13 STRUCTURE OF THE STUDY   
This study has been divided into six chapters with the following content: 
 
Chapter 1 : The problem and its setting.  
Chapter 2 : Review of literature. 
Chapter 3 : Research design and methodology. 
Chapter 4 : Data analysis. 
Chapter 5 : Test the hypotheses. 
Chapter 6 : Summary, conclusion and recommendations. 
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CHAPTER 2 
REVIEW OF LITERATURE  
 
 
2.1 INTRODUCTION  
In the previous chapter the main problem and sub-problems were 
identified and a brief discussion was given of the research approaches to 
be used in this study.  This chapter provides a theoretical background of 
the development of WCM and organisational excellence and identifies key 
elements for sustained financial success. 
 
The study revealed that there are several elements required to be in place 
and that must be addressed as a basis for success and growth in a total 
quality setting. These elements will lead to organisational excellence and 
they include corporate strategy, leadership, philosophy, employee 
empowerment, quality assurance and customer focus. 
  
2.2 WORLD CLASS MANUFACTURING AND ORGINISATIONAL 
EXCELLENCE 
2.2.1 Introduction 
The changes that South Africa has undergone since 1995 resulting in new 
legislation, the lifting of trade embargoes and more competitive markets 
have forced companies who want to survive and grow to adopt new 
strategies and new production methods.  Although a large number of 
companies will be lagging behind the rest of the world, a positive aspect is 
the research already done on finding key elements proven to lead to 
success.  World class manufacturing, organisational excellence and TQM 
are synonyms for success and sustained growth. 
 
 
 
13 
 
Review of Literature 
 
2.2.2 World class manufacturing 
Although credit for the first use of the term “WCM” is given to Richard 
Schonberger (Maskell, 1991, p3) as used in his 1986 publication,  Flynn, 
Schroeder and Flynn (1999) credit Hayes and Wheelwright with this honour 
based on their work in 1979 and 1984.  They developed the concept based on in-
depth studies of practices implemented by Japanese, German and American 
firms associated with outstanding performance in their global industries.  Hayes 
and Wheelwright described WCM as a set of practices, implying that the use of 
best practices would lead to superior performance.   Schonberger (1986, p2) and 
Hodgetts and Luthans (2003, p63) echoed and build on this basic definition by 
defining WCM as a holistic approach to productivity and quality improvement 
which is focused on the elimination of waste and non-value adding activities in 
the organisation, and is accomplished by the creation of a habit of continual 
improvement based upon the involvement of the total workforce.   In a more 
modern context, Mylnek (2005) describes WCM as cross-functional process for 
designing, producing and delivering goods that delight customers and lead to 
exceptional organisational performance. 
 
2.2.2.1 Hayes and Wheelwright perspective  
Hayes and Wheelwright argued that the key to building competitive strength is 
related to six WCM practices (Flynn, Schroeder & Flynn, 1999).   Although there 
were a great number of commonalities they found that American firms lacked in 
some of the six world class practices.  These practices are depicted in Table 2.1   
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 Dimension Rationale 
1. Workforce skills and capabilities. US Firms have neglected development of 
workforce skills and capabilities; this 
should not be left to schools. 
2. Management technical competence. US firms experience technical weakness 
among their management. 
3. Competing through quality. US firms need to focus on what is 
important to customers. 
4. Workforce. Real participation is more than simply 
putting employees into teams. 
5. Rebuilding manufacturing 
engineering. 
Unique capabilities of equipment can not 
be copied. 
6. Incremental improvement 
approaches. 
Win the race by creating a constantly 
escalating standard. 
Source: Adapted from Hayes and Wheelwright, 1984, p375 
 
Flynn, Shroeder and Flynn (1999) found three distinct differences between 
successful Japanese and German firms and their US counterparts, 
namely: 
 
i. Workforce skills and capabilities: 
Hayes and Wheelwright found that US firms had neglected 
workforce skills and capabilities.  They recommended that these 
firms should be proactive and focus on apprenticeships, internal 
training institutes and cooperative arrangements with vocational 
technical institutes. 
ii. Management technical competence: 
Hayes and Wheelwright found that within US firms management 
lacked technical competence and thereby making the management 
of cutting edge new technology a significant challenge. 
iii. The third difference found by Hayes and Wheelwright between US 
firms and those of Japan and Germany was the difference in 
Table 2.1 Summary of practices: Hayes and Wheelwright 
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competing through quality.  Although the understanding and 
definition of quality has changed significantly since the introduction 
of “world-class” terminology, it was found that US firms 
concentrated more on product design functions whereas the 
Japanese and German firms were already more orientated towards 
and focused on what was important to customers.  
 
Apart from the three “differences” listed above Hayes and Wheelwright 
(1984) also noted that successful firms developed equipment with unique 
characteristics that were difficult to copy internally, viewed the 
development of employee’s abilities to maintain and improve their own 
equipment and focused on incremental improvement approaches. 
 
2.2.2.2 Richard J Schonberger 
In his publication “World Class Manufacturing” (1986), Schonberger 
suggests that the term “WCM nicely captures the breadth and essence of 
the fundamental changes taking place in industrial enterprises” 
(Schonberger, 1986, p1; Maskell, 1991, p3).  Although Schonberger,  
Hayes and Wheelwright developed their theories and principles based on 
post-war Japanese success and production culture of the early 1980’s the 
principles suggested by Schonberger are more extensive and “modern” 
than those of Hayes and Wheelwright as reflected in Table 2.2: 
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Table 2.2 Comparison of Hayes and Wheelwright’s WCM principles with 
corresponding Schonberger principles 
Hayes and Wheelwright Schonberger 
Workforce skills and capabilities.  Principle 8: Continually enhance human resources 
by cross-training, job and career-path rotation and 
improvements in health, safety and security. 
 Principle 9:  Expand the variety of rewards, 
recognition and celebration – to match the 
expanded variety of each worker’s contribution. 
Competing through quality.  Principle 1: Team up with customers, organizing      
of customers or products (what customers buy / 
use). 
 Principle 7: Operate close to customers’ rate of 
use. 
Workforce participation.  Principle 4:  Frontline employee involved in 
change strategic planning. 
 Principle 11:  Frontline teams record and own 
production in the workplace. 
Rebuilding manufacturing engineering.  Principle 14:  Improve present equipment and 
employee expertise before considering new 
equipment and automation. 
 Principle 15:  Seek simple, flexible, movable, low-
cost available equipment and work-facilities for 
each product/customer family. 
Incremental improvement.  Principle 3:  Dedicate to continual, rapid 
improvement of quality, response time, flexibility 
and value. 
 Principle 5:  Cut to the few best components, 
operate with suppliers. 
 Principle 10:  Continually reduce variation. 
 
Source: Adapted from Flynn, Schroeder, Flynn, 1999, p8 
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2.2.2.3 “Modern era” world class manufacturing 
Studies by Schonberg, Giffi, Roth and Seal and Voss, et.al.  differ from the 
work of Hayes and Wheelwright by its inclusion of two other key 
constraints (Flynn, Schroeder & Flynn, 1999), Quality Management and 
JIT.  The value of these concepts is emphasised in the significant role 
they played in the success of the Toyota Company and they also form the 
pillars of the Toyota Production System (Liker, p33, 2004). 
 
 
Figure 2.1 The Toyota Production System 
   
  
 
 
 
Source: Liker (2004, p33) 
  
 
Clark (1996, p47) refers to these concepts of quality management, just-in-
time and adding continuous improvement not simply as new techniques, 
but that they represent a new conceptualization of the manufacturing 
Just-in-Time 
Right part, right 
amount, right 
time. 
 
 Take time 
planning. 
 Continuous 
flow. 
 Pull system. 
 Quick 
changeover. 
 Integrated 
logistics. 
 
Jidoka 
(In-station quality) 
Make Problems 
Visible. 
 
 Automatic stops.  
 Andon. 
 Person-machine 
separation. 
 In-station quality 
control. 
 Solve problems 
via root causes (5 
Why’s). 
 
 
People and Teamwork 
 Selection. 
 Common goals. 
 Ringi decision 
making. 
 Cross trained. 
 
Leveled Production (heijinka) 
Stable and Standardized Processes 
Visual Management 
Waste Reduction 
 Genchi 
    Gebutsu. 
 5 Why’s. 
 Eyes for waste. 
 Problem solving. 
 
Continuous Improvement 
Toyota Way Philosophy 
Best Quality – Lowest Cost – Shortest Lead Time - 
 Best Safety – High Morale 
 
through shortening the production flow by eliminating waste. 
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system.  Companies that applied these concepts noted significant 
improvements in competitive position and increases in productivity and 
reliability of their products (Clark, 1996).  Maskell (1991, p18) states that 
the term “WCM” is a very broad term, but generally includes the following: 
 Just-in-Time production techniques; 
 A new approach to quality; 
 Change in the way the work force is managed; and 
 A flexible approach to customer requirements. 
 
Womack and Jones (1995) identified the following as key strategies of 
world class companies: 
 Focus on simultaneous improvement of quality, speed and cost 
effectiveness; 
 Establish close links to customers and suppliers; 
 Drive both linear, continuous improvement as well as non-linear 
break-through improvements in the workplace to leverage results; 
 Eliminate all forms of waste and make value flow; and 
 Apply leadership practices that promote teamwork, continuous 
learning, participation and flexibility. 
 
Just-in-Time production techniques are defined by Womack and Jones 
(1995) as a set of principles, tools, and techniques that allows a company 
to:   
 Change the shop floor layout to reduce movement of materials; 
 Reduce production setup times so that products can be made in 
very small batches (ideally a lot size of one); 
 Synchronize the manufacturing process so that sub-assemblies 
and components are available just when they are needed and not 
before (or after); and  
 Create mutually beneficial relationships with suppliers.  
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Although the concept of just-in-time manufacturing is valued as a 
technique that forms an integral part of WCM, it must be kept in mind that 
the concept was based on systems researched and evaluated where cost 
reductions were possible due to changes or improvements in systems 
based on repetitive manufacturing of parts, the Japanese motor industry.  
In the printing and packaging industry the concept of production and 
delivery in small quantities and parts can in the broad sense be viewed as 
cost-addition and not as cost-reduction.  This is due to the fact that within 
the costing of printed material 60% -70% of the total cost is based on set-
up and make-ready of production runs.  Although cost-reduction exercises 
concentrate on eliminating waste within these set-up and make-ready 
processes, the production of small quantities and runs therefore adds 
cost, where the aim should be to reduce – this is best achieved by linking 
production runs and producing more rather than less.  Other aspects 
highlighted as part of just-in-time principles can and should be applied 
within the industry, movement of materials should be limited to reduce 
costs, save time and eliminate damage; production processes following 
print can be synchronised and relationships with suppliers must be 
developed so that they form an extension of an organisation and not stand 
separate as a supplier.  Although some of the basic principles of just-in-
time manufacturing must be adapted within the printing industry, a basic 
comparison of common aspects relating to order and supply activities 
between just-in-time systems and traditional system is reflected in Table 
2.3: 
 
 
 
 
 
 
20 
 
Review of Literature 
 
 
Source: Adapted from Foster (2004, p38) 
 
 
Table 2.3      Just-in-Time systems versus Traditional systems as applicable to     
                      order and supply activities 
 
 
Supply/demand activity 
 
Just-in-Time 
 
Traditional 
Lot size. Small lots with frequent deliveries. Large lots with less frequent 
deliveries. 
Selecting supplier. Single source of supply for a given 
part in nearby geographic area with a 
long term contract. 
Multiple sources of supply for a given 
part and short tern contracts. 
Evaluating supplier. Emphasis on short term quality, 
delivery performance and price, but 
no percentage of reject from supplier 
is acceptable. 
Emphasis on product quality, 
performance and price, but about 2% 
reject from supplier is acceptable. 
Receiving inspection. Counting and receiving inspection of 
incoming products is reduced and 
eventually eliminated. 
Buyer and quality controllers are 
responsible for receiving, counting 
and inspecting all incoming parts and 
materials. 
Negotiating and bidding 
process. 
Primary objective is to achieve 
product quality through a long term 
contract and fair price. 
Primary objective is to get lowest 
possible price. 
Determining mode of 
transportation. 
Concern for both inbound and 
outbound freight and on-time delivery; 
delivery schedules left to buyer.  
Concern for outbound freight and 
lower costs; delivery schedule left to 
the supplier. 
Product specification.  “Loose” specifications; buyer relies 
more on performance than on product 
design, and the supplier is 
encouraged to innovate. 
“Rigid” specifications; buyer relies 
more on design than on product 
performance, and suppliers have less 
freedom in design specifications. 
Documentation. Less formal documentation; delivery 
time and quantity level can be 
changed by telephone or e-mail. 
Requires great deal of time and 
formal documentation; changes in 
delivery date and quantity purchase 
orders. 
Packaging. Small standard containers used to 
hold exact quantities and to specify 
precise specifications. 
Regular packaging for every part 
type and part number with no clear 
specifications on product content. 
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Quality has been the key factor distinguishing the winners and losers in 
many industries.  According to Brown (1996, p189) and PMBOK (2000, 
p95), the element of total quality is crucial because quality must pervade 
every area of the organisation if the quality drive is to be successful.  
Brown (1996, p190) and Goetsch and Davis (2003, p796) are of the 
opinion that regardless of the industry, what does become clear is that 
TQM embraces the following points: top management commitment, 
continuous improvement, all aspects of business, and long-term 
commitment.    Waters (2002, p127) states that TQM has the whole 
organisation working together to guarantee and systematically improve 
quality.  With the introduction of TQM the fundamental change in an 
organisation’s attitude towards quality is depicted in Table 2.4: 
   
Table 2.4 Different attitudes introduced by Total Quality Management  
Criteria Traditional attitude with TQM New attitude with TQM 
Importance. Quality is a technical issue. Quality is a strategic issue. 
Cost. High quality costs money. High quality saves money. 
Responsibility. Quality assurance dependent. Everyone in the organisation. 
Attitude. Inspect quality in. Build quality in.  
Emphasis. Detecting defects. Preventing defects. 
Target. Meet specifications. Continuous improvement. 
Defects level. Acceptable levels. Zero defects. 
Defined by. Organisation. Customers. 
 Source: Waters (2002, p129) 
 
The role and importance of TQM within WCM is best summarised by 
Flynn, Schroeder and Flynn (1999), based on their work done in 
determining if world class practices launched in the early eighties are still 
relevant in the modern manufacturing era.  It was found that when quality 
management principles which emphasised process focus were added to 
the set of WCM practices (Table 2.2), predictive power increased 
significantly across most measures of competitive performance.  The 
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addition of quality management practices also allowed competition the 
basis of dependability, which world class practices alone were not able to 
achieve.  The addition of just-in-time practices further increased the 
explanatory power.  In summary, the concept of WCM, although robust in 
itself, can be improved through the addition of new manufacturing 
practices, such as total quality and just-in-time. 
 
2.2.3 Organisational excellence 
With the lifting of trade embargoes and the opening up of world markets 
organisations are realising that to stay competitive and to maintain and 
increase market share, becoming world class is not enough.  
Organisational excellence is what is required: incorporating new 
management practises such as TQM and JIT with traditional world class 
systems, thereby working towards, achieving and exceeding customer 
satisfaction whilst simultaneously increasing shareholder value by 
eliminating all forms of waste and consequently, cost.  Against this 
backdrop the transformation process adapted from Maskell (1994, p40) to 
change from a traditional company to an agile company is done in five 
steps, as depicted in Figure 2.2. 
 
According to Kanter (1995, p23) world class and organisational excellent 
companies are rich in three tangible assets, the three C’s, that translate 
into pre-eminence and power in a global economy: 
 Concepts: the best and latest knowledge and ideas; 
 Competence: the ability to operate at the highest standards of any 
place anywhere; and 
 Connections: the best relationships which provide access to the 
resources of other people and organisations around the world. 
  
23 
 
Review of Literature 
 
 
 
 
 
 
 
   
 
   
 
 
 
           
           
           
           
           
           
           
           
           
           
            
Source: 
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Slipping 
organisation 
that is troubled 
and is ranked: 
 Poor 9 
 Loser 10 
Average organisation that 
think     they are below average,         
            average or above average 
and ra  ranked: 
 Good 6 
 Survivor 7 
 Fair 8 
 
Country class that 
are touching the 
pinnacle of 
success and are 
ranked: 
 Country class 3 
 World-class  in 
industry 4 
 Country class in 
industry 5 
 
World class 
ranked: 
 World class 2 
World class 
ranked: 
 Best of 
breed 1 
Traditional 
company.
 
Company 
gaining 
control. 
Country 
class 
company. 
World class 
company. 
Agile 
company. 
Actions 
 Taking innovative action. 
 Getting back in touch. 
 Existing for customers. 
 Fostering individual 
    Commitment. 
 Installing unique values. 
Actions 
 Increase productivity by 100% to 
200%. 
 Reduce quality defects by 95%. 
 Shorten product development 
cycle by 75% to 90%. 
 Reduce order lead time by 90%. 
 Reduce inventory by 90%. 
 Reduce layers of management by 
75%. 
 Increase span of control by a 
factor of 5 to 10. 
 Continuous learning should 
increase training budget by 200% 
to 300%. 
Actions 
 Achieve six sigma quality. 
 Leaders in technology. 
 Complete customer 
flexibility. 
 Achieve virtual company 
status. 
 Flexible leadership 
structure. 
 Achieve integrated 
flexibility. 

Figure 2.2 Model of organisational excellence 
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The difference between traditional organisations and excellent organisations can 
therefore be summarised as follows: 
 
Table 2.5 Comparative analysis between traditional and excellent organisations  
Traditional  Excellent 
 Relies on quality inspection.  Perfect quality (six sigma). 
 Obsolete technology.  Leaders in technology. 
 Hierarchical and complex management 
structures. 
 Lean and flexible management structure. 
 No customer flexibility.  Complete customer flexibility. 
 Long product development and cycle 
times. 
 Short product development and cycle 
times. 
 No employee involvement in decision 
making. 
 Collaborative decision making. 
 Departmentalism.  Integrated flexibility. 
 Late deliveries.  All deliveries on time. 
 High cost.  Lowest cost. 
Source: Adapted from Figure 2.2 
 
2.2.4 Sustained excellence and success 
Peters and Waterman (1982, p10) argued that there are eight common themes 
on which successful companies are built, basing their research on the McKinsey 
7-S Model.  These 7-S Model elements on which they based their eight common 
themes are structure, strategy, systems, style of management, skills – corporate 
strengths, staff and shared values.  The eight themes Peters and Waterman 
advocated are summarised in Table 2.6. 
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Table 2.6 In search of Excellence – the eight themes 
1. A bias for action. Active decision making – “getting on with it”. 
2. Close to the customer. Learning from the people served by the business. 
3. Autonomy and entrepreneurship. Fostering innovation and nurturing “champions”. 
4. Productivity through people. Treating rank and file employees as a source of 
quality. 
5. Hands-on, value-driven. Management philosophy that guides everyday 
practice – management showing its commitment. 
6. Stick to the knitting. Stay with the business that you know. 
7. Simple form, lean staff. Some of the best companies have minimal highly 
skilled and qualified staff. 
8. Simultaneous loose-tight properties. Autonomy in shop-floor activities plus centralized 
values. 
  Source: Adapted from Peters and Waterman (1982) 
 
Although Peters and Waterman did not base their research on the elements of 
TQM, all of these themes can be incorporated by the elements identified by early 
researchers in the field of total quality – reflected in Table 2.7.     
Table 2.7 Excellence Development versus Total Quality Management Variables 
 
Variable 
 
Deming 
 
Juran 
 
Crosby 
 
Taguchi 
Feigen
baum 
Peters 
Waterman 
Leadership. Y Y Y Y Y Y 
Information analysis. Y Y   Y  
Strategic planning.  Y Y  Y  
Employee involvement. Y Y Y  Y Y 
Quality assurance of products and 
services. 
Y Y   Y Y 
Customer role in quality. Y Y  Y Y Y 
Role of quality department. Y Y   Y  
Environmental characteristics and 
constraints. 
Y    Y Y 
Philosophy driven. Y Y Y Y Y Y 
Quality breakthrough.  Y     
Project / team – based improvement.  Y Y Y  Y 
Source: Adapted from Foster (2004, p53) 
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A number of US companies used during the original research done by Peters 
and Waterman had to file for bankruptcy over the last five years (Matheson, 
2007), contrary to their identification as companies of excellence in the early 
1980’s.  Matheson states that this does not deter from the principles identified by 
Peters and Waterman, but that their research lacked the scientific planning prior 
to embarking on the search for excellence.  This is confirmed by Tom Peters and 
his comment “I had no idea what I was doing when I wrote ‘search’ “(Peters, 
2001).  Contrary to the research done by Peters and Waterman which could be 
seen as a “moment in time” of successful companies at the time of the research, 
Collins and Porras (2007) identified excellent and visionary companies with a 
proven long history and contrasted them with companies founded at the same 
time, in the same industry and with similar founding products and markets.  
Collins and Porras (2007) replace excellent companies with visionary companies, 
thereby emphasising the proven sustainability. Inter alia, they state that: 
 Visionary companies do not require great and charismatic visionary 
leaders.  A charismatic leader is not required – it can be detrimental to a 
company’s long term prospects; 
 Visionary companies all have core values, but each is unique to a 
company and its culture; 
 Highly successful companies make their best moves by brilliant and 
complex strategic planning; 
 The most successful companies do not focus primarily on beating the 
competition.  They focus on beating themselves; and  
 Companies do not become visionary primarily through “vision statement”.  
Vision is not a statement; it is the way you do business.  
     
The question that needs to be asked is if TQM will lead to sustained excellence 
and performance? Empirical studies have not shown that TQM organisations 
consistently outperform non-TQM organisations (Mathews, 1992; Fuchsberg, 
1993).  However, studies have also suggested that TQM can produce 
competitive advantage by providing a framework that helps understand and 
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acquire resources vital to integrated change (Powel, 1995).  Table 2.8 reflects 
twelve factors that have been identified as crucial TQM factors, shared by 
organisations. 
 
Table 2.8          The twelve TQM factors 
1. Committed leadership. A near-evangelical, unwavering, long-term commitment by top 
managers to the philosophy, usually under a name such as 
TQM, continuous improvement or quality improvement. 
2. Adoption and 
communication of 
TQM. 
Using tools like the mission statement, themes or slogans. 
3. Closer customer 
relationships. 
Determining customers’ (both inside and outside the 
organisation) requirements and then meeting those 
requirements no matter what it takes. 
4. Closer supplier 
relationships. 
Working closely and cooperatively with suppliers (often sole-
sourcing key components), ensuring they provide inputs that 
conform to customers’ end-use requirements. 
5. Benchmarking. Researching and observing best competitive practices. 
6. Increased training. Usually includes TQM principles, team skills and problem-
solving. 
7. Open organisation. Lean staff, empowered work teams, open horizontal 
communications and a relaxation of traditional hierarchy. 
8. Employee 
empowerment. 
Increased employee involvement in design and planning, and 
greater autonomy in decision-making. 
9. Zero-defect mentality. A system in place to spot defects as they occur, rather than 
through inspection and rework. 
10. Flexible manufacturing. Can include just-in-time inventory, cellular manufacturing, 
design for manufacturability, statistical process control and 
design of experiments. 
11. Process improvement. Reduced waste and cycle times in all areas through cross-
departmental process analysis. 
12. Measurement. Goal-orientation and zeal for data with constant performance 
measurement, often using statistical methods. 
Source: Powel (1995) 
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Powel (1995) suggests that most features generally associated with TQM, 
such as quality training, process improvement and benchmarking, do not 
generally produce the advantage.  He states that it is certain tacit, 
behavioural, imperfectly imitable features, such as an open culture, employee 
empowerment and executive commitment that can produce the advantage. 
 
A theoretical framework of TQM that will help organisation’s understand and 
achieve excellence, based on the research of Collins and Porras (2002) and 
Powell (1995) as well Tables 2.6, 2.7, 2.8 and 2.9 could therefore be as 
depicted in Figure 2.3. 
 
           
           
           
           
           
           
           
           
           
           
           
           
           
           
           
      
Source: Adapted from Foster (2004) 
 
 
Customer Focus 
Leadership 
Philosophy 
Development 
Employee 
Improvement 
and 
Involvement 
Strategic 
Planning 
Quality 
Assurance 
Figure 2.3  A theoretical framework for organisational excellence and  
   total quality management 
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2.2.5 Conclusion 
Sustained excellence in business and quality and the competitive 
advantage can therefore be said to be based on customer focus, guided 
by strategic planning, with leadership at the core, enhanced by 
philosophy, employee improvement and involvement, and quality 
assurance.  It is the underlying intangible resources of TQM and not 
necessarily the vocabularies, ideologies and tools that provide the 
framework for success. 
 
2.3 CORPORATE STRATEGY AND TOTAL QUALITY MANAGEMENT     
2.3.1 Introduction 
Although traditional strategies have been employed by EH Walton 
Packaging (Pty) Ltd in the past, based on sound small company business 
values and principles, the growth of the company and new global access 
and competitiveness within the industry requires change and innovation to 
sustain and enhance further growth.  Strategy can no longer be viewed as 
the analysis of alternatives or the determining of what marketing 
approaches will beat the competitors (Rowe, Manson, Dickel , Mann & 
Mockler, 1994; Toivanen, 2004).    
 
2.3.2 The concept of corporate strategy 
Since authors such as Peter Drucker in 1954 and Alfred Chandler in 1962 
launched the concept of strategy, new analytical approaches and 
techniques have evolved and a significant effort has been devoted to 
clarifying what strategy’s real nature is, or in other words, how it works 
(Andersson & Tsagkalias, 2000, p19). 
 
Originally the concept of strategy was military linked.  The word “strategy” 
derives from the Greek word strategos, referring to the role of a general in 
command of an army, and the Greek verb stratego, describing 
generalship.  By the time of Pericles (450 BC) it came to mean managerial 
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skill (administration, leadership, orating, power) and by Alexander the 
Great’s time (330 BC) it referred to the skill of employing forces to create a 
system of global governance.  In the modern era greater attention is paid 
to the business dimension of the term (Andersson & Tsagkalias, 2000, 
p19; Foster, 2004, p512)).      
 
In the context of world-class excellence and Figure 2.3 strategy can be 
defined as follows: 
 A pattern or plan that integrates an organisation’s major goals, policies 
and action sequences into a cohesive whole.  A well–formulated 
strategy helps to marshal and allocate an organisation’s resources into 
a unique and viable posture based on its relative internal 
competencies and shortcomings, anticipated changes in its 
environment and contingent moves by intelligent opponents (Quinn, 
1980, p5); 
 A pattern of objectives, purposes or goals and major policies and plans 
for achieving these goals, stated in such a way as to define what 
business the company is in or is to be in and the kind of company it is 
to be (Andrews, 1980, p14); 
 The stretch between the existing resources of a company and its 
ambitions.  Strategy is thus seen as the development of the future and 
shaping of the company and its environment to that view (Hamel & 
Prahalad, 1994, p125); 
 The direction and scope of an organisation over the long term through 
configuring its resources, which achieves advantage for the 
organisation within a changing environment and to fulfil stakeholder 
expectations (Johnson & Scholes, 1999, p10); and 
 The approaches adopted by organisations to ensure successful 
performance in the marketplace (Goetsch & Davis, 1997, p74). 
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This sample of definitions for strategy confirms the statement by 
Mintzberg and Quinn (1992, p11) that there is no single universally 
accepted definition for the concept of strategy because the term is used 
differently by different authors and managers.  Each strategy generates 
unique strategy situations; hence there are no common criteria to define a 
good strategy. 
 
Quinn (1980) and Rowe et al. (1994) indicate that strategic decisions are 
often made without the benefit of formal strategic planning, even where 
there is wide acceptance of planning in the organisation.  This implies a 
reliance on strategic thinking as a substitute for formal planning.  Business 
strategy, like military strategy, is a matter of manoeuvring for superior 
position and anticipating how competitors will respond and with what 
degree of success.  Successful strategists always aim to keep one step 
ahead of the competition.  They plan their moves well in advance and 
have contingency plans for the most likely outcome. 
 
Mische (2001, p12) summarises some of the major changes occurring that 
define the rules of strategic thinking – Table 2.9. The strategic thinking at 
EH Walton Packaging Pty)Ltd is not high-performance, but more 
traditional with some areas moving towards a high-performance thinking – 
Table 2.9.  Minutes in Board Reports over a two year period from 2005 – 
2007 only emphasizes financial goals with no planning for any other area 
of business. This lack of strategic thinking is further emphasised by the 
absence of Management Reviews as is required by the ISO 9001: 2000 
standard.  Management Reviews only exist on paper (Duncan, 2008).    
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Table 2.9  Classification of strategic thinking and planning at EH Walton 
                 Packaging (Pty Ltd 
Traditional Strategic 
Planning 
High-performance 
Strategy Formulation 
EH Walton Packaging 
Pty)Ltd 
 Imitate, substitute.  Innovate, collaborate, 
complement. 
 Innovate -  traditional. 
 Competitors are rivals.  Competitors can be 
partners. 
 Competitors are rivals – 
traditional. 
 Leverage suppliers for 
concessions and lower 
prices. 
 Engage suppliers as 
collaborators. 
 Combination of leverage 
of suppliers and forming 
partnerships. 
 Create vertically integrated 
structures. 
 Disaggregate and focus 
more on core 
competencies and 
selectively outsource. 
 Vertically integrated 
structures within company 
– traditional. 
 Organise for size and 
efficiency. 
 Optimise agility and 
adaptability. 
 Efficiency and agility the 
aim – combination. 
 Compete for industry 
position / rely on size and 
barriers to entry. 
 Create a new industry / 
define new rules for 
competing. 
 Combination of competing 
for position and leading in 
areas. 
 Reduce bargaining power 
of customers. 
 Engage the customer, 
delight the customer. 
 Reducing bargaining 
power of customer by 
product and service 
delivery – combination. 
 Create functional 
specialisation and 
separation within the 
organisation. 
 Emphasize selective 
organisational integration 
of functions and 
processes. 
 Functional specialisation 
and separation the norm – 
traditional. 
 Compete for maximum 
market share within a well-
defined industry. 
 Create virtual market 
space across industries 
and optimise profit pools. 
 Competing for maximum 
market share within the 
packaging industry – 
traditional. 
 Compete on price and least 
cost. 
 Compete on value and 
offer a compelling value. 
proposition; create a 
pleasant experience. 
 Combination.  Some 
products on price and 
least cost, with others on 
value adding. 
Source: Adapted from Mische (2001, p12) 
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According to Hill (1994, p21) one of the reasons for strategy failure is that 
manufacturing executives are typically not involved in the formulation 
stages until decisions made start to take shape.  The result is that 
manufacturing has less opportunity to contribute and less chance to 
influence outcomes.  As a consequence, production managers and staff 
always appear to be complaining about unrealistic demands made of them 
and the problems that invariably ensue.    
 
2.3.3 Corporate strategy and total quality management 
Edward Deming believed that the historic approach to quality and 
business used by American business was wrong in one fundamental 
approach:  poor quality was not the fault of labour, but resulted from poor 
management of the system for quality and continual improvement. This 
belief formed the foundation of his “Seven Deadly Diseases” (Goetsch & 
Davis, 2003, p21) – issues that would prevent the achievement of top 
quality and world competitiveness - and his “Fourteen Points”, guidelines 
of what to do to transform from a traditional company to a world-class 
competitor (Goetsch & Davis, 2003, p20). 
 
Table 2.10 Deming’s Seven Deadly Diseases 
1. Lack of consistency of purpose. 
2. Emphasis on short-term profits.  
3. Evaluation of performance, merit rating or annual review. 
4. Mobility of management. 
5. Running a company on visible figures alone. 
6. Excessive medical costs for employee healthcare.  
7. Excessive costs of warrantees. 
Source: Adapted – Goetsch and Davis (2003, p21) 
 
The validity of the “diseases” is emphasised by Mylnek (2005) who 
integrates preventative initiatives into the business planning process for 
WCM.   
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The possible lack of consistency of purpose at EH Walton Packaging (Pty) 
Ltd could be ascribed to the lack of formal quality business plans.  This 
statement is based on the emphasis placed on short-term results and 
profits (Board Reports, 2005-2007).   By establishing long term targets 
and plans from a TQM perspective purpose will be created and this will 
aid in sustainability and long-term profits. 
 
Strategic management is the “tool” that transforms strategy from paper to 
reality.  The two primary and interrelated components of strategic 
management, namely strategic planning and strategic execution, can be 
applied to the formulation of achievable and realistic quality business 
plans within the organisation to achieve the principles of the quality policy 
statement. 
 
According to Rowe et al. (1994) and Toivanen (2004) there are forces that 
directors and managers should consider when formulating strategy. These 
include: 
 The external environment, including competitor analysis, stakeholder 
analysis, global and government considerations, and industry studies; 
 Allocation of resources, including financial planning, analysis of 
investment capital expenditures, and research and development; 
 Organisational culture and leadership, organisational life cycle, 
organisational change, and the acceptance of change; and 
 The internal environment, including performance evaluation, 
implementation, technology and competitive advantage. 
 
Even though business environments are constantly changing and 
evolving, the forces stated by Rowe et al and Toivanen did not change.  
Their work is dated 10 years apart, yet the forces are constant.  What will 
change, however, are the results of these forces when analysing them. 
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Participation of manufacturing executives in strategy formulations (Hill, 
1994, p21), the evaluation of performance and the concept of continuous 
improvement integral to TQM is contra to the controversial point 11 of 
Deming’s Fourteen Points for successful companies.  Although point 11 
states that quotas and management by objectives should be eliminated 
(Goetsch & Davis, 2003, p20), it is the researcher’s opinion that this 
should be seen in a context where participation of everyone and 
expectation of targets are not supported by systems and tools. 
 
2.3.4 Strategic and quality planning 
A strategic management perspective strategy refers to the planning 
processes used by an organisation to achieve a set of long-term goals – 
the key being the planning processes and long-term goals.  It is 
furthermore important that the planned course of action be cohesive and 
coherent in terms of goals, policies, plans and sequencing to achieve the 
desired quality improvements.   
 
The building blocks of company strategies are based on the building 
blocks of mission and core values, with the ultimate goal of strategic 
quality planning being to aid an organisation to achieve sustainable 
competitive advantage.  
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Source: 
Adapted from  
Hill and Jones  
(1998, p156)  
 
 
Figure 2.4 reflects a generic strategic planning process and its 
components.  Business level and functional level strategies are developed 
based on the analysis of mission, goals and strategic objectives.  It is 
Firm 
Mission and 
Goals. 
External 
analysis. 
Internal 
analysis. 
Strategic 
Options. 
Business-level strategy. 
 
Corporate-level strategy. 
 
Operational sub-plans. 
Conflicts, 
Politics and 
Change. 
Organisational 
design.  
Organisational 
reward systems. 
Strategic alignment 
between structure and 
goals. 
Figure 2.4 A generic strategic planning process 
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important to develop functional-level strategies since they help improve 
the coherence and alignment of strategic plans within an organisation. 
 
According to Goetsch and Davis (1997, p75) strategic planning is the 
process whereby organisations develop a vision, mission, guiding 
principles, broad objectives and specific tactics for achieving the broad 
objectives.    This is in line with the first step given by Hill and Jones 
(1998, p156) and reflected in Figure 2.4.  The strategic planning process 
as described by Goetsch and Davis is reflected in Figure 2.5. 
 
 
 
 Step 1:   Step 2:   Step 3: 
          
          
          
       
 Step 6:   Step 5:   Step 4:   
          
          
        
 
Source: Adapted from Goetsch and Davis (1997, p75) 
 
Although the principles discussed above refers to strategic planning as the 
process whereby organisations develop a vision, mission, guiding 
principles, broad objectives and specific objectives, these principles can 
be applied to quality planning.  It is, however, important to conduct a 
SWOT analysis before commencing with any planning process. The 
SWOT analysis is used to identify strengths, weaknesses, opportunities 
and threats with regards to the external environment within which the 
company operates, as well as total quality culture within an organisation.  
SWOT 
analysis. 
Develop the 
vision. 
Develop the 
mission. 
Develop the 
guiding 
principles. 
Develop the 
broad 
strategic 
objectives. 
Develop the 
specific 
tactics. 
Figure 2.5  The strategic planning process 
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This analysis can then also be used as a guide as to which areas of 
quality awareness should receive more emphasis in training. 
 
2.3.5 Strategic planning  
As depicted in the extract below from Figure 2.4, the first steps in the 
strategic planning process would be (1) establishment of mission and 
goals, (2) external analysis and (3) internal analysis.  The external 
analysis would focus on business environmental factors as applicable in 
South-Africa that could have an influence in business, both from a supply 
and demand perspective.  Internal analysis would concentrate on issues 
both inherent in the organisation, as well as issues that could have an 
influence on the goals of the company.    
 
 
 
 
      
 
 
            
          
   
 
Source: Adapted from Hill and Jones (1998, p156) 
 
2.3.6 External business environmental factors 
In developing countries the crisis of development has manifested itself as 
a paralysis form of mal-development and large scale poverty.  Waswa 
(2001) defines poverty as helplessness, powerlessness, deprivation of 
basic human rights, absence of social support, feeling isolated and 
excluded from the national mainstream economic activities. 
 
External 
analysis. 
Internal 
analysis. 
Strategic 
options. 
Figure 2.6 Extract from a generic strategic planning process 
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According to Raghavan (1996), the intensity of human deprivation is 
nowhere more acutely felt than in the developing countries of Africa.  
Many of these countries continue to be characterised by widespread 
poverty, high levels of unemployment and under-employment, lack of 
access to basic necessities of life such as education, health services and 
clean water.  Developing countries also continue to be affected by major 
diseases, armed conflict and civil strife.  Infrastructure, institutional and 
human resources development remain weak, terms of trade are not 
showing improvement, developing countries’ share in world trade is 
declining, commodity export earnings remain unstable and debt burdens 
continue to be an obstacle to economic recovery. 
 
Raghavan (1996) continues to contrast developing countries as highly 
dependent, for both employment and foreign exchange earning on 
production and export of a few commodities.  The accelerating pace of 
liberalisation and globalisation in the world economy have increased 
opportunities for growth and development, but have also added new 
complexities and risks in managing global inter-dependence. 
 
Due to fierce competition in the Packaging industry in South-Africa and 
added competition from the world trade after the lifting of trade 
embargoes, it is unavoidable that business will be influenced by factors 
beyond those normally recognised as residing directly within the realm of 
the industry.  A number of business factors that can have an influence, 
either directly or indirectly, need to be investigated as possible external 
factors to sustained and continuous growth.  Examples of the various 
influences that could affect strategic management and growth are shown 
in Figure 2.7. 
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Source: Adapted from Certo and Peter (1990, p33); Rowe, Manson, Dickel, Mann and 
Mockler (1994, p114); Ehlers and Lazenby (2004, p88) 
 
A good starting point is to consider what environmental influences have 
been particularly important in the past, and the extent to which any of 
these may be more or less significant in the future of the company or 
organisation.  A PEST analysis involves identifying the political, economic, 
social and technological influences on an organisation.  It helps by 
providing a summary of some of the questions to ask about key forces at 
work in the macro environment, as reflected in Table 2.11. 
  
Labour 
market. 
 
Competition. 
Economic 
conditions. 
 
Suppliers. 
 
Ecology. 
Leadership. Socio 
culture. 
Demographics. Government 
action and 
restructure. 
Capital 
markets. 
Environmental 
influences. 
Figure 2.7 Environmental influences on strategic management and growth 
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Table 2.11 A PEST analysis of environmental influences 
1. What environmental factors are affecting the organisation? 
2. Which of these are the most important at the present time?  In the next few 
years? 
Political / Legal: 
 Monopolies legislation. 
 Environmental protection laws. 
 Foreign trade regulations. 
 Employment laws. 
 Government stability. 
 Taxation policy. 
Economic factors: 
 Business cycles. 
 Interest rates. 
 Money supply. 
 Unemployment. 
 Disposable income. 
 Energy availability and cost 
inflation. 
Social factors: 
 Population demographics. 
 Income distribution. 
 Social mobility. 
 Lifestyle changes. 
 Attitudes to work and leisure. 
 Consumerism. 
 Levels of education. 
Technological factors: 
 Government spending on 
research. 
 Government / industry focus on 
technological effort. 
 New discoveries / developments. 
 Speed of technological transfer. 
 Rates of obsolescence. 
Source: Johnson and Scholes (1999, p105); Meredith and Mantel (2003, p150); Ehlers 
and Lazenby (2004, p88) 
 
Within developing countries the major threats for any organisation are the 
labour market, economic conditions, suppliers, competition, technology 
and leadership.   
 
2.3.6.1 Labour market 
Krause (2001, p194) states that sound human resources planning is 
aimed at aligning organisation strategy with skilled and knowledgeable 
employees who can execute the strategy.  There are a variety of 
environmental factors that influence human resource planning and these 
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include unemployment, HIV/Aids, affirmative action, brain drain, unions, 
education and training, management, continuous downsizing, automation, 
and terrorism.  
 
    
 
 
  
 
          
          
          
       
 
Source: Theoretical model adapted from Samson and Challis (1999, p10) 
 
Historically the most influential aspects to the labour market feeding EH 
Walton Packaging (Pty) Ltd would be influences as a result of 
unemployment, HIV/Aids, affirmative action, unions, education and 
training and management.   As a leader in the industry with regards to 
processes and equipment, automation, brain drain and continuous 
downsizing have not had any influence. 
 
i. Unemployment 
According to Venter (2001, p11), the South African economy is shrinking 
by about 200 000 jobs a year, that is about 1 000 000 jobs since the 
country reinvented itself as a full democracy in 1994.  Venter further states 
that Stats SA has confirmed the shrinkage (2001, p11). 
 
Automation. Unemployment. HIV 
/Aids. 
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Brain drain. Unions. Education and 
training. 
Management. Continuous 
downsizing. 
Labour 
Market. 
Environmental 
influences. 
Strategic 
planning. 
Figure 2.8 Environmental factors that influence human resource planning 
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The official unemployment rate in 2004 is given at 30% by the strict 
definition and 45% by the expanded definition (Mantu, 2004; Kingdon & 
Knight, 2003).  The strict definition counts only people who are actively 
seeking jobs and the expanded definition encompasses those who have 
given up all hope of finding one. Since 2003 unemployment has been 
falling at a steady rate (Rodrigues, 2008). Strict definitions of 
unemployment have decreased from 31% to 25%, while expanded 
definitions have decreased from 42% to 37% since 2003 (Rodrigues, 
2008).  
 
Between 1994 – 2003 the annual average gross domestic product (GDP) 
is recorded as 3,0% and this  created 75 000 new jobs per year (Hirsch, 
2008).  For the period 2004 – 2007 an annual GDP growth of 5,1% is 
recorded (Hirsch, 2008) and this significantly contributes to the decline in 
unemployment.  In September 2007 a record low is recorded of 23% 
(Stats SA, 2008) – the biggest decline since 2001 which was at 29,4%. 
The total number of employed South Africans in September 2007 is 
approximately 13,2 million; a net gain of 433 000 jobs (Stats SA, 2008).        
 
In contrast to predictions by Venter (2001, p11), Mantu (2004) and 
Kingdon and Knight (2003), the higher growth and falling unemployment 
from 2004 – 2007 can be ascribed to: 
 Commodity boom; 
 Low inflation and interest rates; 
 Strong fiscal position that allows rapid rise in government spending 
(9% real) with falling debt, deficit and eventually fiscal surplus; 
 Rising domestic consumption; and 
 Rapid job creation, but mainly in the retail, construction and non-traded 
service sectors.  (Hirsch, 2008) 
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The impact on EH Walton Packaging (Pty) Ltd is felt in the turnover rate of 
staff, especially at lesser educated levels. For the period 01/2007 – 
01/2008 144 employees left the employ of the company, with an average 
staff complement of 450.  With employment opportunities being less of a 
threat, work satisfaction, work environment and opportunities for growth 
have become more important and employees do not have to “stay” due to 
a lack of employment opportunities.   
 
ii. HIV / Aids 
Manufacturing is generally the most dynamic part of the industrial sector 
and the economy.  According to Michael (2001, p37), manufacturing 
accounts for 22% of the economy in South Africa.  Factors that threaten 
this sector represent a disproportionate threat to the overall economy.  
 
HIV/Aids will impact negatively on most South African organisations’ direct 
and indirect cost of production.  The largest component will be lost income 
and productivity (McPherson, 2001).  HIV/Aids and related illnesses will 
have a greater social and economic impact than any other disease 
because it kills adults during their most economic and productive years.  
The effects of HIV/Aids are reducing the number of people in those major 
age groups that supply labour to the formal and informal sectors.   
 
Liebenberg (2001, p2) and Michael (2001, p39) estimated that there would 
be approximately  4,2 – 4,7 million people living with HIV at the beginning 
of 2000 in South Africa and the number is increasing at an estimated 1 
700 infections a day.  The size of the problem indicates that HIV/Aids will 
peak at approximately 25% (9 million people at zero growth rate) of the 
South African adult population in the 2005.  Life expectancy is predicted to 
fall from 68 years in the absence of Aids to 48 years in 2010 and there will 
be massive economic and social costs associated with the epidemic.  
Statistics released by Department of Health indicates that only 213 828 
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adults and children were on a comprehensive HIV and Aids treatment plan 
by September 2006 (Department of Health, 2006), of which only 24 920 
were from the Eastern Cape region.  According to Talbot (2002), insofar 
as blame can be apportioned in Africa, it must be laid at the door of the 
African governments that have ignored or denied the problem and of 
churches that have campaigned against the use of condoms.  The South 
African Catholic Bishops Conference recently denounced condoms as evil 
and called for followers to combat Aids by abstaining from sex (Talbot, 
2002).    
 
The South African government had to be taken to court in order to make it 
provide drug treatment for HIV positive women that would prevent them 
passing the virus on to their children. It is a short-sighted and entirely 
unrealistic perspective that could not possible halt the spread of Aids and 
will leave Africa devastated.  This view is supported by Mason (2002). 
 
Within the private sector the situation with regards to HIV/Aids is largely 
unknown. According to a study conducted at a sugar mill (Michael, 2001, 
p39) it is estimated that an HIV infected employee cost the company $1 
600 per year during the last two years of his/her life.  Another study 
conducted by the Harvard Institute for Development at a large South 
African company found that HIV cost the company 7,2% of its wage bill in 
1999 and that the cost of newly infected persons ranged between five to 
eight times annual salary across all job bands (Michael, 2001, p39).  
Talbot (2002) states that it costs an estimated $34 000 a year to keep an 
Aids sufferer alive and $14 000 to keep an HIV positive person in good 
health.  Table 2.12 shows projected infection rates for the South African 
work force – some projections much better whilst others much worse that 
Michael’s projection. 
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Table 2.12 Projected HIV/Aids infection rates 
Projected workforce 1999 2005 2010 
% Workforce sick with HIV. 11 18 21 
% Workforce sick with Aids. 0,6 1,8 2,9 
Number of Aids cases. 175 000 461 000 580 000 
 Source: Michael (2001, p39) 
  
The difference between the percentage sick with HIV and the percentage 
sick with Aids reflects the seven-year time lag between infection and full 
blown Aids.  This means effectively that the impact of the HIV/Aids 
epidemic will be experienced by the private sector for several generations.  
According to Michael (2001, p39) the 1999 ING Barings Report went a 
step further and disaggregated the concentration of infection into the 
various skill levels in South Africa, reflected in Table 2.13. 
 
Table 2.13 Skills levels infected by HIV/Aids 
Skills level % Infected 
Highly skilled work force. 12,1 
Skilled work force. 21,4 
Semi skilled work force. 29,4 
Source: Michael (2001, p39)  
  
Finally, poorly managed HIV/Aids situations will have high costs.  HIV/Aids 
have the potential to impact on key areas of business operation, escalate 
costs, drive down profits and reduce morale.  Reactive and poor 
management with regard to the HIV/Aids pandemic has been displayed by 
the South African government, especially the president and health 
minister.  Further, company directors hoping that a cure will be found 
before Aids affects their business are not merely naïve, they are negligent, 
and if they do not take action now they are not merely incompetent, but 
liable for the potential demise of their companies (Michael, 2001, p39).  
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According to Weekend Post, Weekend Business (2002), shareholders, 
investors and other stakeholders should view HIV/Aids management 
programs as a key indicator of corporate governance.  If management of 
business is not taking action to limit the impact of the worst modern 
business calamity, corporate governance and strategic insight are highly 
questionably. Investors and shareholders have a duty to the other 
stakeholders to insist on pro-active HIV/Aids management programs.  For 
as long as a company has not begun to manage HIV/Aids, the future of 
that business is unknown, no matter what the business and at best 
investment in such a company should be considered more risky. 
 
Statements by senior staff at EH Walton Packaging (Pty)Ltd is that 
HIV/Aids is not “our” problem and has a social stigma attached to it.  
There is a reluctance to openly face the problem head on.  This reluctance 
is also evident in the lack of training with regards to HIV/Aids awareness, 
participation in National Aids Day and other awareness initiatives, as well 
as the company policy on Aids – Annexure M.  The management of 
HIV/Aids is not seen as a key indicator in the company – regardless that 
six employees have passed away in 2007/8 by illnesses related to 
HIV/Aids.   
 
iii. Affirmative action 
The external environment in South Africa has changed since the first 
democratic elections took place in 1994.  These changes have had a 
significant impact on the practical application of affirmative action in 
organisations in South Africa.  Organisations which have adopted the 
affirmative action approach have mainly addressed employment practices; 
however, using their approach alone will not allow organisations to use 
human resources to its fullest potential in the long run. 
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Affirmative action is an anti-discrimination measure that is reinforced by 
legislation and judicial intervention.  Affirmative action solely concentrates 
on:  
 The employment, development and promotion of the disadvantaged 
group; 
 It redresses imbalances; 
 It allocates resources to the disadvantaged and prescribe corrective 
action to be adopted by the employers to redress the inequalities; and 
 It is seen as a means of restoring equilibrium through a period of 
compensatory inequality – reversed discrimination (Wingrove, 1993, 
p5). 
 
According to Smit and Morgan (1996, p324) and Msimang (2001) 
affirmative action deals primarily with the recruitment and placement of 
individuals previously discriminated against on the basis of race and 
gender, into positions that were occupied by whites and males before. 
 
The Black Management Forum of South Africa (1994) defines affirmative 
action as a planned and positive process strategically aimed at 
transforming socio-economic environments, which have excluded 
individuals from economic participation in order for such disadvantaged 
individuals, to gain access to opportunities, including development 
opportunities based on their suitability. 
 
Affirmative action is based on artificial corrective action to create a work 
force that is demographically more representative at all levels.  
Proponents see it as a means of offsetting the damages that 
discrimination has inflicted on individuals; opponents see it as reverse 
discrimination.  It contributes to discrimination in group status, opponents 
believing that to award jobs and benefits according to group statistics 
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rather than on individual merit is unjust and lowers standards and 
organisation effectiveness. 
 
There are many reasons for the limited measure of success of the 
affirmative action process.  The following have been found and adapted to 
be cause for failure (Wingrove, 1993, p27; Maykuth, 1997; Brown, 2000): 
 No commitment or support from top management; 
 Covert or overt sabotage of the process by middle management; 
 Affirmative action process objectives and success criteria were not 
established and clearly communicated to all; 
 Process not part of company’s strategic plan or regarded as a strategic 
issue; 
 Management were not measured or rewarded for their performance in 
the process; 
 No succession or career path; 
 No racial targets; 
 The recruitment criteria used were not adapted for the selection of 
blacks; 
 There is no open and honest feedback on performance; 
 Affirmative action process does not have measurable results; 
 Not enough attention is given to the support mechanisms for mentors, 
coaches and others involved with the drive of the affirmative action; 
 The issues of managing and valuing; 
  Diversity is not entrenched through orientation and cross-functional 
communication programs and the organisational climate does not 
encourage these values; 
 Emphasis is placed on short-term and not long-term development; and 
 Process is incorrectly managed as black upliftment and not black 
empowerment and therefore reinforced the myth of white superiority 
and black inferiority resulting in the rejection of the process by all 
rational employees. 
50 
 
Review of Literature 
 
 
It is the researcher’s opinion that in an old family business such as EH 
Walton Packaging (Pty) Ltd (established 1845), the phenomena observed 
by Wingrove (1993, p30) that many companies, when implementing 
affirmative action policies, choose to employ women, colourdes and 
Asians preferably as their affirmative action candidates, is very real.  
Within the current structure of the company the Board of Directors has 
one black male director versus seven white males, no female directors, no 
senior management of colour with only one white female, and one middle 
manager of colour. The reason for this is that many people tend to prefer 
the selection of people who adhere most closely to white values, and in 
this case, to established white company values. Basically whites are 
looking for whites in black skins (Wingrove, 1993, p31).    
 
Although affirmative action is a concept full of good intentions, it is seen to 
be failing because no one really knows what it is and therefore no one is 
able to measure its performance.  According to Smit and Morgan (1996, 
p321) and Strauss (2003) some of the negative effects of affirmative 
action are as follows: 
 A major stumbling block to affirmative action is the PDI’s (previously 
disadvantaged) own attitude to employment; 
 PDIs are abusing the system to either get ahead in their existing jobs 
or to job-hop; 
 PDIs are not accepting the responsibilities coupled with empowerment, 
so how can they be taken seriously in South Africa? 
 Reverse discrimination is bound to undermine the morals of people 
who are the skilled and experienced backbone of companies and 
significantly reduce performance and productivity, thus placing the 
company concerned at risk; 
 South Africa could not afford to allow its already low productivity levels 
to drop even temporarily with economic empowerment and affirmative 
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action, blacks sometimes lose sight of the fact that South Africa has to 
compete with international markets on merit;  
 South Africa is not really positioned to take part in the global market 
place and be able to compete against the best in the world; 
 Unconstitutional and scandalous racist remarks with regard to not 
employing white technical staff is fuelling the country’s brain drain; and 
 White owned businesses to be closed if they do not employ only black 
staff. 
 
Affirmative action fails to deal with the root causes of racial and gender 
prejudice and does little to develop the full potential of every employee in 
the organisation. Smit and Morgan (1996, p321) are of the opinion that 
organisations must move beyond affirmative action to management of 
cultural diversity.  Management of diversity aims to create an 
organisational environment that will allow all human resources potential to 
be managed effectively, resulting in greater productivity. 
 
Organisations can only change effectively and be more successful in the 
future if they consider all the relative strategic issues and plan accordingly.  
Implementing affirmative action programs and managing diversity are 
direct change drivers and need to be incorporated into the overall strategic 
management process of the organisation.  This process is depicted in 
Figure 2.9.  
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 Source: Smit and Morgan (1996, p322) 
 
Smit and Morgan (1996, p323) believe that if cultural diversity is well 
managed, the organisation will become multi-cultural over time.  At this 
stage organisations are plural in terms of groups represented.  The 
benefits of managing cultural diversity at the interpersonal level include 
career satisfaction, identification with the organisation, involvement in the 
job, satisfactory compensation and greater career mobility. 
 
Some benefits of managing cultural diversity at organisational level 
include: 
 Improved work attendance; 
 Longer retention periods; 
 Greater success in recruiting because the organisations’ s reputation 
attracts candidates who are easier to assimilate into the company; 
 Higher productivity and improved work quality from more satisfied 
employees; 
 More creative solutions to problems; 
 Greater cohesiveness among members of the work group; 
 Better communication; and  
 Reduced work-related stress. 
Direct change 
drivers. 
Affirmative 
action. 
Managing 
diversity. 
Overall strategic management 
process. 
Figure 2.9 The overall strategic management process 
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According to Thomas (1993, p17) the management of diversity is aimed at 
moving beyond affirmative action and not at repudiating it.  Affirmative 
action in practice means an unnatural focus on one group of people.  Too 
many employees mean that standards are adapted to favour one group.  
Thus, the function of the organisation is hampered because one 
imbalance results in the next. 
 
Norris (2000) states that the process of managing diversity therefore 
becomes a prerequisite for the success for any affirmative program.  No 
matter how many blacks are placed in managerial or supervisory 
positions, if the environment is not receptive to their advancement, the 
program will fail dismally.  If the environment does not uphold values or an 
ethos with which they can identify, they will not become committed to the 
organisation or its objectives. 
 
The difference between affirmative action and management of diversity is 
shown in Table 2.14. 
  
Table 2.14 Differentiation between affirmative action and management of 
diversity 
 AFFIRMATIVE ACTION: 
 
 Quantitative: Emphasis on achieving quality of opportunity in the work environment 
by changing organisational demographics.  Monitored by means of statistical reports 
and analysis. 
 Legally driven: Written plans and statistical goals for specific groups are used.  
Reports are mandated by means of labour law and consent decrees.  
 Remedial: Specific target groups benefit as part of discriminatory practices are 
remedied.  Previously excluded and disadvantaged groups have an advantage. 
 Assimilation model: Assumes that groups brought into the system will adapt to 
existing organisational norms. 
 Open doors to the organisation: Affects hiring and promotion decisions. 
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 Resistance due to perceived limits: Autonomy in decision making and perceived 
fears of reversed discrimination. 
 
MANAGING DIVERSITY: 
 
 Behavioural:  Emphasis on building specific skills and creating policies, which have 
the commitment of every employee.  Monitored by progress toward achieving goals 
and objectives. 
 Strategically driven: Behaviours and policies are seen as contributing to 
organisational goals and objectives such as profit and productivity and are tied to 
reward and results. 
 Pragmatic: The organisation benefits because morale, productivity and profit 
increase. 
 Synergy model: Assumes that the diverse groups will create new ways of working 
together effectively in a pluralistic environment. 
 Opens the system in the organisation: Affects managerial practices and policies. 
 Resistance due to denial of: Demographic results.  The need for alternative 
approaches and/or benefits associated with change.  The difficulty in learning new 
skills, altering existing systems, and/or finding time to work toward synergistic 
solutions. 
Source: Smit and Morgan (1996, p328) 
 
According to Smit and Morgan (1996, p339) South Africa faces many 
environmental challenges that make affirmative action and management 
of diversity imperative, not only as an initiative, but also as a strategic 
business issue.  There are six critical environmental factors which 
underline the need for managing diversity: 
 The need to become a world-class performer:  this is imperative if 
South Africa is to survive economically.  Reaching world-class 
standards also means having world class-affirmative strategies as well 
as training and development programs; 
 The Reconstruction and Development Program; 
 Wealth disparity that results in racial distortions in labour, land and 
property markets; 
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 Social deprivation, resulting in 50% unemployment in the economically 
active population; 
 Social deprivation, resulting in 60% of the population being functionally 
illiterate; and 
 Social deprivation, resulting in 17 million people living below the 
poverty datum line. 
 
Finally, affirmative action, managing diversity and black empowerment is a 
top management issue and business must make a very clear distinction 
between social responsibility programs on the one hand and hardcore 
business issues on the other.  The issues of black empowerment will 
always be an enigma and a political hot potato if treated as a political 
rather than a business issue.  So, company directors who do not take 
affirmative business action are not complying with their management 
functions. 
   
iv. Unions 
Trade unions are associations of employees whose principal purpose is to 
regulate relations between employers and employees, including any 
employer’s organisation (Basson, Christianson, Garbers, le Roux, Mishke 
& Strydom, 1998, p32).  Trade unions undoubtedly influence and 
contribute to improving existing benefits and introducing new ones.  Their 
biggest contribution has been the improvement and increase in the 
number of benefits initiated by the unions. 
 
The popularity of unions is reflected in the fact that South Africa is one of 
the few countries in world where unions are strong.  Unions were the 
political power base of blacks before 1994.  Since 1994 there are conflicts 
between them and the African National Congress which they placed in 
power.  What is their role now that unions are no longer needed for 
political power? 
56 
 
Review of Literature 
 
  
The proliferation of employment legislation makes it expensive for 
employers to hire labour and difficult to fire them.  Such a situation may 
impede employment creation and encourage increasing capital 
intensification (Lester et al, 1999, p271).  According to Gerber, Nel and 
van Dyk (1998, p346), in South Africa freedom of association is 
guaranteed by the Labour Relations Act of 1995.  Whether employees or 
human resources managers like or dislike trade unions is immaterial since 
it is a violation of the Labour Relations Act to oppose the efforts of the 
trade unions to recruit members from among the employees of the 
organisation.  Relationships between organisations and unions may vary 
between two  extremes: organisations may be apathetic, yet remain within 
the limits of the law, or they may be patronising towards any trade union 
that represents their employee.  Neither attitude makes for good 
relationships.  It is important for organisations and unions to develop a 
working arrangement whereby their respective goals can best be 
achieved.  The relationship between the employer and the trade union 
entails an acknowledgement of their collaborative interests and an 
appreciation of the need to compromise.  The objectives of trade unions 
are to protect and promote the particular goals and interests of individual 
workers of groups of workers.  However, from the employer’s perspective, 
the objectives are to maximise return on investment for shareholders 
means making the maximum profit and social responsibilities that seems 
fair and reasonable to all parties concerned, including workers (Gerber et 
al, 1998, p347). 
 
         Some negative effects of unions include: 
 Unions can be a source of resistance when implementing 
empowerment because of the traditional adversarial relationship 
between organised labour and management, unions may be 
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suspicious of management’s motives in implementing empowerment 
(Goetsch & Davis, 2000, p203); 
 Union’s greatest concern is likely to be how empowerment will affect 
their future; if union leaders think it will diminish the need for their 
organisation, they will throw up road blocks (Goetsch & Davis, 2000, 
p203); 
 Labour unions often are organised along skill and craft lines and they 
do not tend to encourage flexibility in the workplace.  Thus, 
implementing JIT, WCM, agile manufacturing or similar systems will 
provoke resistance from the unions (Schroeder, 2000, p375); 
 Management, and not unions, have the exclusive right to determine 
the objectives of the organisation, product policies, plan and implement 
policies, provide financial and material resources, establish and 
expand facilities, determine the quality of products, determine work 
standards, determine the content of the workforce, direct and organise 
the workforce, belong to an employer’s association and manage the 
organisation.  However, many attempts have been made by workers to 
take over these rights, but certain rights belong indisputably to 
management and must be considered within the context of 
management prerogatives (Gerber et al, 1998, p339); 
 The extraordinary thing about unions is that they believe that the 
workers are indispensable.  Nobody seems to have alerted them to the 
fact that machines, which could do the job just as effectively, could 
easily replace most of the workers.  So they labour on under the 
impression that without the workforce the entire economy would 
collapse (Sunday Times, Business Times, 2000);    
 In many countries steps taken to provide workers with greater job 
security often tend to undermine the economy’s capacity to absorb 
labour (Sunday Times, Business Times, 1998); 
 Access to existing and future markets has emerged as the overarching 
driver for foreign manufacturers seeking new investment locations not 
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necessarily aimed at cheap labour.  Investors deciding to set up 
facilities abroad are not focused on drawing on lower labour cost, but 
to get closer to what are potential emerging markets, which they can 
only be if there is disposable income derived from employment 
(Engineering News, 1998); 
 Nationwide industrial action organised by the trade unions caused less 
immediate disruption than many feared, but is still difficult to calculate 
the real possible damage. (Engineering News, 2001); 
 Industrial action just before the 2001 Racism Conference also seemed 
designated to provide maximum embarrassment for the South African 
government as the eyes of the world was focused on this conference 
(Engineering News, 2001); and 
 Strikes at the racism conference demanded that government scrap or 
slow down its moves towards privatisation.  When interviewed, the 
workers stressed that they did not want to lose their jobs, so their fear 
of job loss would appear to be a root cause, no doubt the root cause, if 
not the only one for most of them (Engineering News, 2001). 
 
In the Printing and Packaging Industry the union of choice is the South 
African Typographical Union (SATU).  This union was established in 1898 
and it was also the first registered trade union in South Africa.  Printers 
had a union since the mid 1870’s (Felix, 2008).  Since the days of the 
National Industrial Council (N.I.C) – now defunct – SATU had closed shop 
agreements with all printing, newspaper and packaging companies.  This 
meant that it was a condition of employment that an employee joins SATU 
on entering the industry and therefore EH Walton Packaging (Pty) Ltd.  
Until 1980 no other unions were allowed. This condition of employment 
excluded blacks as a result of the Industrial Conciliation Act of 1956.  
Blacks had to belong to the Labourers Benefit Fund (LBF).  It was only in 
1979 as a result of the Wiehan Commission that blacks were allowed to 
join SATU.  This also resulted in the closed shop agreements ceasing to 
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be a condition of employment and free choice of unions were allowed 
(Felix, 2008). 
 
At EH Walton Packaging (Pty) Ltd the union preferred by both employer 
and employees is SATU.  From 1995 – 2006 the membership has 
averaged 150 members.  Since 2007 membership has steadily increased.  
The current membership is standing at 43%.  It is the researchers’ opinion 
that this steady rise in membership should be heeded by the leaders of 
the company – (50% + 1) as required by the Labour Relations Act 66 of 
1997 for full negotiation between union representatives and the company 
is not that far. 
 
2.3.6.2 Economic conditions 
According to Smit and Cronje (1997, p76) cross-influences such as the 
economic growth rate, consumer income, rate of inflation, exchange rate 
and the general state of the economy ultimately results in prosperity or 
adversity and have specific implications for an organisation.  The main 
interfaces between business and organisations are economic growth rate, 
monetary policy, inflation, recession, money supply and interest rates. 
 
i. Economic growth rate 
The economic prosperity of a country is measured by the range of 
products and services it produces and renders.  In financial terms, 
according to Smit and Cronje (1997, p77), this standard is more or less 
equivalent to the gross domestic product (GDP).  Smit and Cronje (1997, 
p78) and Raghavan (1996) are of the opinion that if a nation’s economic 
growth continues to be lower than the population growth rate there will be 
a constant decline.  Organisations have to realise that declining 
purchasing power is accompanied by change in buying behaviour as well 
as the type of product sought.  This will have a direct influence on the 
Packaging Industry due to the end user ultimately being the general 
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consumer.  With a declining income, the consumer cannot afford luxury 
goods and the emphasis shift to basic products and services, thereby 
eroding the profits made in packaging on high quality items. 
 
Africa, including South Africa, is experiencing a constant economic 
decline. The following factors are a recapitulation of the daily reports in 
newspapers, radio and television contributing to this decline: 
 South Africa’s economy is shrinking by about 200 000 jobs per year; 
 GDP (gross domestic product) in South Africa is about 3,5% at its best 
where other developing countries such as Taiwan and Korea are at 
8%; 
 GDP of 3,5% will create 75 000 new jobs, thus South Africa needs a 
GDP of at least 21% to solve the 450 000 a year and increasing job 
seekers; 
 The South African economy reached the 31% unemployment mark; 
 17 million people living below the poverty datum line in South Africa; 
 120 rapes per 100 000 people per year; 
 60 murders per 100 000 people per year; 
 4 million illegal guns in South Africa;  
 6 000 professionals lost annually as a result of the brain drain; 
 union resistance to JIT, WCM and agile manufacturing; 
 a shortage of engineers and technologists per capita in South Africa 
could affect long-term economic upswing; 
 South Africa has lost it competitiveness as a result of poor 
management in the public and private sector; 
 South African organisations are downsizing without considering the 
consequences in relation to the new black learning population; 
 The R/$ exchange rate has fluctuated from R6/1$ in 1999 to >R12/1$ 
in 2002, back to ± R6,50/1$ in late 2003 and up to ± R9,50/1$ in 2007; 
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 South African government is supporting Robert Mugabe and has a 
questionable policy on HIV/Aids, both at the cost of substantial foreign 
investments; and  
 South African external debt of US$27, 2 billion amounting to 25% of 
GDP. 
 
A number of the factors listed above are getting worse, but even so the 
country has a strong fiscal position that allows for a rapid rise in 
government spending – 9% real (Hirsch, 2008).  Good growth is evident in 
the poverty gap ratio between 1995 and 2005 that has decreased from 
26,04% in 1995 to 20,61% in 2005. 
 
ii. Monetary policy  
Another variable affecting an organisation is the government’s monetary 
policy, which affects the money supply, interest rates and the exchange 
rate, and causes disruptions in the business environment.  Monetary 
policy affects the organisation as well as the consumer through rates and 
tax reforms (Smit & Cronje, 1997, p78). 
 
A country’s economic success is reflected by the value of its currency.  
South Africa’s low productivity levels, turbulent labour situation, 
devastating crime rate and government policies have eroded the market’s 
confidence in the rand. The rand/dollar exchange rate was edging towards 
R13 in 2002. The decline in the value of the rand has played havoc with 
importers of goods and capital equipment, but has been beneficial to 
exports and tourism.  These economic trends demand constant 
awareness on the part of management of the organisation (Smit & Cronje, 
1997, p79).  Since 2002 the rand/dollar exchange rate has steadily  
improved towards R6 in 2007 
(http://www.federalreserve.gov/releases/h10/hist/dat00_sf.htm, 2008).  
This steady growth must not be relied upon as a given to continue.  The 
62 
 
Review of Literature 
 
volatility of world markets, the infancy of the South African post–apartheid 
economy and the challenges of government has proven to have impact on 
monetary policies.    
 
2.3.6.3 Suppliers 
According to the systems approach, an organisation is regarded as a 
system that attracts inputs from the environment and converts them into 
outputs, products or services. 
 
Smit and Cronje (1997, p71) continues by stating that the inputs an 
organisation requires are mainly materials, equipment, energy, capital and 
labour which the organisation’s suppliers provide.  Considering that in 
South Africa about 60% of every rand is spend on purchases from 
suppliers, the importance of suppliers as a variable in the market 
environment becomes clear.  If an organisation is unable to draw the 
essential inputs of the right quality, quantity and price to reach its 
objectives, then it cannot hope to be successful in a competitive market 
environment. 
 
Slack et al (2001, p414) are of the opinion that suppliers need to establish 
at what level of quality, speed, dependability and flexibility they have to 
develop in the supply chain to satisfy the end customer.  The 
organisation’s view of supply is concerned with trying to meet customer 
expectations.  The customer’s view of supply is what he/she perceives the 
product or service to be.  The relationship reconciling the organisation’s 
view with the customer’s view of supply can be summarised in Figure 
2.10.  The interaction between the organisation and its network or supply 
chain is one of the important examples of the influence of variable. 
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  Expectations > perception;   Perceived supply is poor 
  Expectations < perception;   Perceived supply is good 
  Expectations = perceptions; Perceived supply is adequate  
 
Source: Adapted from Slack et al (2001, p558) 
 
Paper and board form 40% - 50% of raw materials used in EH Walton 
Packaging (Pty) Ltd.  The structure of supply of these materials to the 
organisation and competitors in the market is as reflected in Figure 2.11.  
Ink, varnish, starch and other consumables are based on contracts with 
exclusive suppliers which include technical support, research and 
development programs.  Paper and board supply have become much 
more quality and service conscious due to competition from importers.     
Customer’s 
expectations 
concerning 
the supply of 
a product or 
service. 
Customer’s 
perception 
concerning 
the supply of 
a product or 
service. 
Customer’s 
expectations 
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a product or 
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Gap 
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Figure 2.10 Expectations versus perceptions 
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Source: BMI Foodpack, 2008, p105 
 
Paper and board raw material prices have consistently increased by 
approximately 10% per annum since 2000.  A negative aspect of the lifting 
of trade embargoes is that strict import parity pricing has been introduced 
in recent years that have led to local prices following international trends.  
Raw Material Suppliers
Local Suppliers Imported
Imported
Africa International
Swazi Paper
Matsapa
Hunyani
Paper
Unicell
Germiston Mill
Local Suppliers
Mondi
Sappi Kraft
Cape Kraft
Ngodwana
Tugela
Nampak
Rosslyn
Mondi
Merebank
Mondi Board
Springs
Mondi Kraft
Felixton
Piet Retief
Richards Bay
Lothlorian
Germiston Mill
Figure 2.11 Paper and Board Packaging Industry Structure – Supply 
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The graph below indicates the raw material pricing performance of paper 
and board versus the Consumer Price Index (CPI) and the rand/$ 
exchange rate. 
 
 
 
Source: BMI Foodpack, 2008, p114 
 
2.3.6.4 Competition 
Competition characterises the market environment. Organisations that 
endeavour to market a product are constantly up against competition.  It is 
often competitors and not consumers who determine the actual quality of 
a particular product to be marketed.  Organisations do not only compete 
for a market share, but also compete with other organisations for labour, 
materials and capital. 
 
Figure 2.12 Total paper and board raw material pricing analysis % change (Y/Y) 
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According to Smit and Cronje (1997, p72), the result of this competition is 
that the market mechanism keeps excessive profits in check, provides an 
incentive for higher productivity and encourages technological innovation.  
The customers benefits from competition; however, it is still a variable that 
management has to take into account when developing strategies to enter 
a market. 
 
Management should bear in mind that the nature and intensity of 
competition in a particular market environment are determined by five 
factors: 
 Possibility of new entrants or departures; 
 Bargaining power of clients and customers; 
 Bargaining power of suppliers; 
 Availability or lack of substitute products or services; and 
 Number of existing competitors. 
 
Porter developed a model called “Porter’s Five Forces Model” to identify 
the forces which affect the level of competition in any industry (Johnson & 
Scholes, 1999, p116).  Figure 2.13 illustrates the five forces responsible 
for competition in a particular industry. 
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Source: Johnson and Scholes (1999, p116) 
 
The collective strength of these five forces determines the 
competitiveness in any industry and therefore its profitability.  A brief 
discussion of the five forces follows: 
 
i. Threat of entry 
Threat of entry will depend on the extent to which there are barriers to 
entry which most typically are as follows:  economies of scale, capital 
requirement of entry, access to distribution channels, cost advantage 
independent of size, expected retaliation, legislation or government action, 
and differentiation. 
 
Barriers to entry differ by industry and by product/market, so it is more 
important than others.  What is important to establish are which barriers, if 
any, exist, to what extent they are likely to prevent entry, and the 
organisation’s position in all this? 
COMPETITIVE 
RIVALRY 
Potential entrants 
Supplier
s 
Substitutes 
Buyers 
Buyerss 
Threat of entrants 
Bargaining power 
Threat of 
substitutes 
Bargaining power 
Figure 2.13  Five forces analysis 
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ii. The bargaining power of buyers 
The buyer power is likely to be high when: 
 There is a concentration of buyers; 
 The supplying industry comprises a large number of small operators; 
 There are alternative sources of supply; 
 The component or material cost is a high percentage of the total cost; 
 The cost of switching a supplier is low or involves little risk; and 
 There is a threat of backward integration by the buyer. 
 
iii. The bargaining power of suppliers 
Supplier power is likely to be high when: 
 There is a concentration of suppliers rather than a fragmented source 
of supply; 
 The switching cost from one supplier to another is high; 
 The brand of a supplier is high; 
 There is the possibility of the supplier integrating forward; and 
 The supplier’s customers are highly fragmented. 
 
iv. The threat of substitutes   
The threat of substitutes may take different forms: 
 There could be a product for substitution; 
 There may be a substitution of need by a new product or service 
rendering an existing product or service superfluous; 
 Generic substitution occurs where products or services compete for 
need; and 
 Doing without can also be thought of as substitute. 
 
The key questions that need to be addressed are: 
 Whether or not a substitute poses the threat of obsolescence to the 
company’s product or service? 
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 The ease with which buyers can switch to substitutes; and 
 To what extent the risk of substitution can be reduced by building in 
switching costs? 
 
v. Competitive rivalry  
Organisations need to be concerned with the extent of direct rivalry between 
themselves and competitors.  What is it based upon?  Is it likely to increase 
or decrease in intensity?  How can it be influenced?  The most competitive 
conditions will be those in which entry is likely, substitutes threaten and 
buyers and suppliers exercise control.  However, there are other forces 
which affect competitive forces: 
 The extent to which competitors are in balance; 
 Market growth rate may effect rivalry; 
 The existence or development of global customers may increase 
competition among suppliers; 
 High fixed costs in industry; 
 Differentiation; 
 Acquisition of weaker companies; and 
 Exit barriers to an industry are high (Johnson and Scoles, 1999, p126). 
 
Within the South African market a steady growth has been experienced 
until 2007 for the Paper and Boards divisions of packaging, where after a 
stagnation of growth is predicted from 2008 to 2010 as reflected in Table 
2.15.   
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Table 2.15 Forecast Analysis – Total Packaging  
 Paper & Board Plastic Metal Glass Other Total 
Year ‘000 
Tons 
% 
Change 
‘000 
Tons 
% 
Change 
‘000 
Tons 
% 
Change 
‘000 
Tons 
% 
Chang
e 
‘000 
Ton
s 
% 
Chang
e 
‘000 
Tons 
% 
Change 
1995 865 5.3% 364 6.3% 401 5.7% 491 12.0% 140 0.0% 2 261 7.1% 
1996 815 -5.7% 390 7.2% 403 0.3% 510 3.7% 140 0.0% 2 242 -0.9% 
1997 872 6.9% 408 4.6% 391 -3.0% 520 2.0% 137 -2.0% 2 328 3.8% 
1998 866 -0.7% 423 3.7% 370 -5.3% 535 3.0% 130 -5.0% 2 324 -0.2% 
1999 865 -0.1% 443 4.6% 358 -3.3% 527 -1.5% 126 -3.0% 2 302 -1.0% 
2000 850 -1.7% 445 0.6% 351 -2.0% 533 1.0% 124 -2.0% 2 303 0.0% 
2001 859 1.1% 457 2.5% 346 -1.2% 545 2.4% 122 -1.4% 2 330 1.2% 
2002 903 5.1% 470 3.0% 339 -2.0% 568 4.2% 123 0.4% 2 403 3.2% 
2003 892 -1,2% 485 3,0% 338 -0,2% 660 5,8% 123 1,2% 2 499 1,6% 
2004 910 2,0% 500 3,1% 327 -3,3% 708 7,2% 123 0,5% 2 569 2,8% 
2005 991 -3,2% 508 3,2% 318 -2,6% 792 11,8% 124 0,5% 2 623 2,1% 
2006 209 3,2% 539 1,6% 316 -0,7% 844 6,6% 124 0,3% 2 732 4,1% 
2007 955 5,1% 567 3,0% 330 4,3% 982 16,4% 126 1,1% 2 960 8,3% 
2008 956 0,1% 576 5,2% 317 -3,9% 1 061 8,0% 127 1,0% 0 037 2,6% 
2009 966 1,0% 595 1,6% 313 -1,4% 1 026 -3,3% 127 0,2% 3 027 -0,4% 
2010 977 1,2% 614 3,3% 308 -1,6% 1 089 6,1% 128 0,6% 3 116 2,9% 
Source: Adapted from BMI Foodpack, 2008, p102 
 
 Note: The forecast is based on an economic model developed by Econometrix, fitted to 
historical data and then extrapolated. 
 Includes Exports. 
 Includes Imports. 
 Includes high-value multi substrate materials that could include paper/foil in the 
lamination. 
 
 
The rivalry within the Paper and Board division of the packaging industry 
will become even more competitive towards 2010, based on the 
stagnation as depicted in Table 2.15 above, as well as the relative large 
number of competitors within the industry, as reflected in Figure 2.14 
below: 
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Source: BMI Foodpack, 2008, p106 
 
2.3.6.5 Competitive intelligence  
Any organisation exists in a dynamic environment in which technological 
innovation, economic fluctuations, changing ways of life; ecological 
variables as well as political trends are continually changing the 
environment and ultimately affecting it. 
 
Insight into trends and events in the business environment especially the 
ability to forecast the implications and effects of these for board level and 
managerial decision-making are now becoming a top priority for decision-
makers. 
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Figure 2.14  Structure of Paper and Board divisions in the South African  Packaging 
Industry 
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Knowledge of trends and identification of environmental dimensions which 
largely determine the progress of any business is necessary for decision-
making to maximise profitability.  This knowledge requires environmental 
scanning, the gathering of intelligence, for competitive information relevant 
to the business environmental context within which the organisation 
operates.  Competitive intelligence enables directors and management to 
timeously identify threats and challenges in the environment, and where 
possible, transform them into opportunities. 
 
Mugabe (2002) believes that today, developing countries still sustain a 
deep crisis of poverty, worsening environmental problems, dismal 
industrial productivity, growing food insecurity, deteriorating public health, 
lack of education and skills, unemployment, lack of capital, civil strife and 
lack of technological knowledge. 
 
Lewis, Goodman and Fandt (2004, p462) are of the opinion that, 
according to the hierarchy of needs, people have five fundamental needs: 
physiological, security, affiliation, esteem and self-actualisation.  
Physiological and security needs are the lower order needs which are 
generally satisfied externally and the rest are satisfied internally. People 
concentrate on satisfying the lower level needs before turning to the next 
in the hierarchy. 
 
Looking at the crisis in which many of the developing countries find 
themselves, most of them are preoccupied with physiological and security 
needs and are unable to address higher level of needs which urgently 
need to be addressed to bring upliftment within these societies.  Many of 
them are in a state of helplessness, powerlessness and deprived of basic 
needs.  Thus, factors such as the labour market, competition, economic 
conditions, suppliers, ecology, leadership, capital markets and technology 
form the foundation of any analysis or model which may be able to 
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address the crises within the developing countries and, following, 
industries and business.  A comprehensive review of the business 
environment factors is therefore the first pillar or stage in the development 
of a model, for the evident reason is that due consideration to the 
business and social environments must guide shareholders and leaders 
during the development and feasibility stages of organisational growth or 
capital investment ventures. 
 
Business environmental paradoxes will increase both in number and kind.  
When faced with these paradoxes, leaders and managers must reduce 
the starkness of some of the contradiction, minimise the inconsistencies 
and understand the puzzles in paradoxes.  Thus leaders and managers 
cannot make them disappear completely nor escape those (Handy, 1998).  
What organisations must avoid is the “Iceberg Business Environmental 
Effect” as can be seen in Figure 2.15. 
 
 
     
 
 
Source: A pictorial view of all business influences (Handy, 1998) 
 
Figure 2.15  Iceberg business environmental effect 
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Finally, to overcome the iceberg environmental effect, leaders and 
managers must take a closer look beneath the surface – the basis of 
which can be said to be the crux of total quality, Figure 2.3 - strategic 
planning, leadership, employees, philosophy and customer focus. 
       
All of the issues discussed above must be taken into consideration to 
some extent when a “SWOT” analysis is done, a prerequisite to the 
strategic planning process depicted in Figure 2.5. 
  
2.3.7 The vision 
The South African Pocket Oxford Dictionary 3rd Ed (2002, p1029) defines 
“vision” as “the ability to think about the future with imagination or 
wisdom”.  From an organisational view the vision can be described as an 
organisation’s guiding force, the dream of what it wants to become, and its 
reason for being should be apparent in its vision.  It should be like a 
beacon in the distance toward which the organisation is always moving.  
An organisation’s vision must be established and articulated by executive 
management and understood by all employees.  A clear and well-defined 
vision will enable an organisation to stay appropriately focused.   
 
The articulation of vision is via a written statement, the vision statement.  
Goetsch and Davis (2003, p103) suggests that any well-written vision 
statement must have the following characteristics: 
 Easily understood by all employees; 
 Briefly stated, yet clear and comprehensive in meaning; 
 Challenging, yet attainable; 
 Lofty, yet tangible; 
 Capable of stirring excitement for all stakeholders; 
 Capable of creating unity of purpose among all stakeholders; 
 Not concerned with numbers; and 
 Sets the tone for employees. 
75 
 
Review of Literature 
 
 
2.3.8 The mission 
Where the vision describes the “attainable dream”, the mission could be 
described as “who” the organisation is, “what” it does and “where” it is 
going.  Various sources are of the same opinion that the following basic 
guidelines should be followed when developing mission statements: 
 Describe the who, what and where of the organisation, ensuring the 
who component describes the organisation and its customers; 
 Be brief, but comprehensive – one paragraph should be sufficient; 
 Choose wording that is simple, easy to understand and descriptive; 
and 
 Avoid how statements.  How the mission will be accomplished is 
covered when strategies are formed. 
 
2.3.9 Developing guiding principles 
The guiding principles of an organisation establish the framework within 
which it will pursue its mission.  The total collection of guiding principles 
can be seen to represent the company’s value system – or, as described 
by Goetsch and Davis (1997, p81) – the foundation of its corporate 
culture. 
 
Once again, the quality policy statement can be used as a guide to the 
establishment of the guiding principles, although it will have to be done in 
combination with the vision and mission.  An example might be where the 
quality policy statement refers to the creation and maintenance of open 
communication that encourages employees to challenge requirements 
(EH Walton Quality Policy Statement, 1998) – the guiding principle that 
would relate to this might be that employee input will be actively sought, 
carefully considered and strategically used. 
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Guiding principles should include aspects such as priority on ethics, 
customer satisfaction, quality stakeholder partnerships, employee input, 
continual improvement, a safe and healthy work environment, consistent 
peak performance and environmental protection.  Most of these are 
already in place at EH Walton Packaging (Pty) Ltd, be-it a way of life or 
forced by way of legislation.      
 
2.3.10 Broad objectives 
Broad objectives share similarity with strategic objectives in that they must 
translate the organisation’s quality mission into measurable terms.  Broad 
objectives must apply to the organisation as a whole and not to individual 
departments.  They should be written in such a way that their 
accomplishment will give the organisation a sustainable competitive edge. 
 
Characteristics of well-written broad objectives are reflected in Figure 
2.16.          
          
          
          
          
          
          
          
          
          
          
          
          
         
 Source: Goetsch and Davis (2003, p108)    
            
Characteristics of 
broad strategic 
objectives
Broadly stated 
Tied directly to 
the vision and 
mission 
Specific enough 
to measure 
In accordance 
with the guiding 
principles 
Show what the 
organization wants 
to accomplish 
 
Single-issue focus 
Figure 2.16  Characteristics of well-written broad objectives 
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Goetsch and Davis (2003, p109) recommend the following steps in writing 
broad strategic objectives: 
 Step 1 - assemble input: all stakeholders must have opportunity to 
participate and give input; 
 Step 2 - find optimum: analyse all input and discard those too narrow 
or not supporting vision and mission; 
 Step 3 - resolve differences: all stakeholders must be given opportunity 
to discuss and give input on proposed objectives;  
 Step 4 - finalise objectives: only after all differences have been 
resolved can final list be agreed upon; and 
 Step 5 - publish objectives: the more vehicles for communication of 
objectives, the better. 
 
Enthusiasm can result in an over-kill when drawing up broad objectives.  
This will not be beneficial in the long-term.  It is the researcher’s opinion 
that some of the important areas of caution include: 
 Make them challenging but not impossible; 
 Relate them to all employees; 
 Do not use them in the employee-appraisal process; 
 Make them a mean to an end, not an end to themselves; 
 Don’t let them be limiting or restrictive; 
 Tie them to the vision and mission; 
 Keep the language simple; 
 Keep them few in number; and 
 Motivate, don’t force. 
 
2.3.11 Specific tactics 
According to Goetsch and Davis (1997, p86) specific tactics are well-
defined, finite projects and activities undertaken for the purpose of 
achieving a desired outcome.  They are undertaken for the purpose of 
achieving the broad objectives.  Tactics are specific in nature, measurable 
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and can be quantifiable; they can be achieved within a specific time frame 
and can be assigned to a specific group or individual.  Specific tactics can 
be used as a tool for continuous improvement – once a target has been 
reached, the tactic can be reviewed and replaced by a new one, therefore 
keeping the system alive, growing and improving. 
 
2.3.12 Conclusion 
Developing quality business plans must be linked to the vision of an 
organisation, but the principles of strategic management can be very 
effectively used as a tool for the setting of attainable plans and targets.  
The vision must include that of a totally integrated company with regard to 
quality, philosophy, employee involvement and leadership, and the 
specific tactics must be of such a nature that they can be used as the 
tools for setting of attainable, finite goals – nurturing the quest for 
excellence and continuous improvement. 
 
“There is unity of purpose throughout the company in accord with a clear 
and widely understood vision.  This environment nurtures total 
commitment from all employees.  Rewards go beyond benefits and 
salaries to the belief that ‘we are family’ and ‘we do excellent work’” 
(Scholtes, 1992, p1-12 as quoted by Goetsch and Davis, 1997, p16). 
 
2.4 LEADERSHIP VERSUS MANAGEMENT 
2.4.1 Introduction 
“Give customer concerns top priority…so that the final product or service 
exceeds customer expectations.  Simply producing a certain number of 
widgets is replaced with producing widgets that consistently and exactly 
suit customer needs, and through a process that creates no scrap, rework, 
nor lost time.  This can only be done by building excellence into every 
aspect of the company.  Quality leadership, therefore, focuses on creating 
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a workplace that encourages everyone to contribute to the company.” 
(Goetsch & Davis, 1997, p217) 
 
2.4.2 Leadership versus Management 
Sherlock (2005) is of the opinion that the statistics developed, and yearly 
updated, by Dunn and Bradstreet based on reasons why businesses fail 
are accurate and that the percentages only vary slightly from year to year.  
The role that leadership plays in the “bigger” picture when it comes to 
business success can not be clearer than the 61% reflected in Table 2.16 
below.  
 
Table 2.16      Reasons for business failures 
Reason % Description 
Disaster. 1 Fire, floods and acts of God. 
Fraud. 2 Stealing from company, dishonest partner or 
bookkeeper. 
Neglect. 4 Business, people, training and responsibility. 
Lack of project or line experience. 10 Insufficient experience in their line of work. 
Unbalanced experience. 22 Lack of multiple skills. 
Management incompetence. 61  Inward focus, beyond training and lack of 
skills in general. 
 Source: Adapted from Sherlock (2005) 
 
Mische (2001, p193) is of the opinion that leadership is a lifelong journey 
of learning, self-discovery, exploring new environments and personal 
growth. Leadership tends to new interpretations of known conditions and 
new revelations.  Much of what is known about leadership is constant and 
enduring, whereas other aspects are always evolving, requiring leaders 
themselves to be in a constant state of self-renewal and reflection.  One 
way of differentiating between “managers” and “leaders” can be found in 
the basic definition of leadership as given by Thomas Foster (2004, p103):  
“Leadership is the process by which a leader influences a group to move 
towards the attainment of super-ordinate goals, where super-ordinate 
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goals are goals that pertain to achieving a higher end that benefits not just 
the individual but the group”. Management on the other hand, can be seen 
as the process of ensuring systems are followed, actions take place, 
monitoring, etc. – a “traditional” function.   Qualities reflecting some of the 
differences between the traditional and high-performing leadership are 
reflected in Table 2.17. 
 
Table 2.17      Traditional versus Contemporary leadership 
Traditional qualities High-performance qualities 
Compliance. Innovator. 
Authoritative. Assimilator / learner / choreographer. 
Heroic / centre of attention. Shares power and attention. 
Aloof / insulated. Approachable / accessible. 
Delegator / hierarchical. Conductor / network builder / leverager. 
Deep speciality skills in traditional area(s). Generalist with subject-matter expertise in 
several areas.  
Extensive industry knowledge. Experience across several industries.  
Long-term company tenure. Portfolio of diverse knowledge. 
High control and command. Empowerment and sponsorship. 
Domestic orientation. Global perspective. 
Creates consensus when needed. Creates coalitions / sponsors collaboration. 
Intimate knowledge of the organisation. Intimate knowledge of the customer.  
Awareness of competitors. Knowledge of competitors. 
Source: Mische (2001, p195) 
 
The definition of leadership given by Foster above is confirmed by the 
definition given by Lewis et al (2004): “the ability to influence towards the 
achievement of goals”.   
 
Although both leaders and managers are needed in the modern 
workplace, they are definitely not the same. John P Kotter (Goetsch & 
Davis, 1997, p229) describes the difference between leaders and 
managers as follows: 
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 Management is about coping with complexity; leadership is about 
coping with change; 
 Management is about planning and budgeting for complexity; 
leadership is about setting the direction for change through the 
creation of a vision; 
 Management develops the capacity to carry out plans through 
organising and staffing; leadership aligns people to work towards the 
vision; and 
 Management ensures the accomplishment of plans through controlling 
and problem solving; leadership motivates and inspires people to want 
to accomplish the plan.  
  
Goetsch and Davis (1997, p229) quote Field Marshall Sir William Smith on 
the distinction between management and leadership: “Managers are 
necessary; leaders are essential…Leadership is of the Spirit, 
compounded by personality and vision…Management is of the mind, more 
a matter of accurate calculation, statistics, methods, timetables, and 
routine.” 
 
The question asked is why do we need leaders and not managers?  
Simply because we live in a world of change.  The natural human reaction 
in all situations of change is to become anxious, and when we are 
anxious, we search for someone to guide us, who can “contain” our 
anxiety.  When change and anxiety invade the workplace, creative work in 
the organisation is far more likely if managers are leaders who are 
successful in the containment role.  If they are not effective “containers”, 
various dysfunctional processes may come to the fore.      
 
De Vries (2001, p211) believes that it is difficult for anyone who is not 
change orientated to be an effective leader.  Contemporary society does 
not provide the luxury of choice between stasis and change.  Change is 
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here to stay, with or without our approval, and the rate of change 
escalates almost daily.  During the 1980’s and 1990’s the corporate world 
has witnessed a major shift which has affected the modus operandi of 
many organisations.  De Vries (2001, p212) further discussed that the shift 
came in response to changes in many aspects of society: 
 Major demographic shifts are taking place, including ever growing 
urbanisation and growth in what the west likes to term “minority 
groups”; 
 Information and communication techniques developing and expanding 
rapidly; 
 The new economy (or rather, the “old economy” with new technology), 
as reflected in e-commerce, is changing the view of traditional 
business models; 
 The advent of the Euro as a monetary unit has a major impact; 
 Since the fall of the Iron Curtain, Eastern Europe and Russia are 
continuing to undergo dramatic changes; 
 Africa, the Pacific Rim and the Far East are dealing with critical issues 
of health, finance, education and government; and 
 Management is becoming increasingly globalised.  The extensive 
restructuring and downsizing efforts are part of this trend.  In addition, 
an increasing consolidation of businesses is occurring through 
mergers, acquisitions and strategic alliances on a global scale. 
 
Those leaders wise enough to realise that they cannot ignore these 
changes are desperately looking for answers.  They are avid readers of 
the myriad leadership books and they want to know – they need to know – 
what the implications of all these changes are for their organisations.  
They want to know what kind of leadership competencies will be needed 
to address those implications and what the marketplace changes have to 
say about how leaders of tomorrow are selected and developed. 
 
83 
 
Review of Literature 
 
2.4.3 Leadership in Total Quality Management  
The importance and value of leadership in a TQM environment can not be 
over emphasised.  From the early leaders in the field noted the 
importance of managers changing to leaders.  W. Edwards Deming, one 
of the major contributors, capture the essence of continuous improvement 
and what companies must do to effect a positive transition from business-
as-usual to world-class in his “Fourteen Points”, reflected in Table 2.18. 
 
 
Table 2.18 Deming’s Fourteen Points 
1. Create constancy and purpose toward improvement of products and services in 
order to become competitive, stay in business and provide jobs. 
2. Adopt the new philosophy.  Management must learn that it is a new economic age 
and awaken to the challenge, learn their responsibilities, and take on leadership 
for change.  
3. Stop depending on inspection to achieve quality.  Build in quality from the start. 
4. Stop awarding contracts on the basis of low bids. 
5. Improve continuously and forever the system of production and service, to 
improve quality and productivity, and thus constantly reduce costs. 
6. Institute training on the job. 
7. Institute leadership. The purpose of leadership should be to help people and 
technology better. 
8. Drive out fear so that everyone may work effectively. 
9. Break down barriers between departments so that people can work as a team. 
10. Eliminate slogans, exhortations, and targets for the workforce. They create 
adversarial relationships.     
11. Eliminate quotas and management by objectives.  Substitute leadership.  
12. Remove barriers that rob employees of their pride of workmanship. 
13. Institute a vigorous program of education and self-improvement. 
14. Make the transformation everyone’s job and put everyone to work on it.  
Source: Goetsch and Davis (2003, p20)     
 
From Deming’s 14 points it is evident that to succeed management styles 
of the past must change: change from “drive out fear” (point eight) to that 
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of “leadership: to help people and technology work better” (point seven).  
In other words, employees must feel secure enough to express ideas and 
ask questions, and very important – managers should lead, not supervise.  
An interesting contradiction in Deming’s 14 points can be seen in points 
10 and 11.  Slogans, targets and quotas can be used as motivational and 
improvement tools, provided the work force is given the correct 
implements and instruments to be able to achieve them.  According to 
Liker (2004, p42) targets that seem to unachievable at first glance can be 
achieved, providing the necessity is explained to all people involved.  This 
way everyone can become enthusiastic in the spirit of the challenge, work 
together and achieve it.   
 
Leadership within the context of TQM is not a new concept.  The early 
leaders in the field of quality development all had leadership as their main 
and common criteria, as reflected in Table 2.7.  A theoretical model of the 
Deming Philosophy refers to “visionary leadership”, not management or 
just plain leadership, as reflected in Figure 2.17. 
 
   → Causal direction  → Feedback mechanism 
Source: Adapted from Foster (2004, p41) 
 
Visionary 
leadership 
 
 
 
 
 
 
Organizational 
system 
Process 
management 
 
 
 
 
 
Process outcomes Customer 
satisfaction 
Internal and 
external 
cooperation 
Learning 
Continuous 
improvement 
Employee 
fulfilment 
Figure 2.17  Theoretical model underlying the Deming Philosophy 
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The three most prestigious international awards for organisational 
excellence and TQM, the Baldrige Award, Deming Prize and European 
Quality award, lists the following as criteria applicable to leadership: 
 
Table 2.19 Leadership criteria applicable to Organizational Excellence Awards 
 
No. 
 
Criteria 
 
Baldrige 
Award 
 
Deming Prize 
European 
Quality 
Award 
1.1 Understanding, knowledge and enthusiasm. N Y N 
1.2 Leadership’s involvement in TQM. Y Y Y 
1.2.1 Leadership’s policies and quality objectives. Y Y Y 
1.2.2 Communication within the organisation. Y Y Y 
1.2.3 Communication outside the organisation. Y Y Y 
1.3 Leadership’s roles and commitment. Y Y Y 
1.3.1 Leader’s role and responsibilities.  Y Y Y 
1.3.2 Leader’s commitment and performance. Y Y Y 
Source: Adapted from Foster (2004, p87) 
 
The first three management principles underlying the quality management 
system, ISO 9001:2000, are customer focus, leadership and involvement 
of people (Foster, 2004, p90).  This is a confirmation of the theoretical 
framework for organisational excellence and quality management as 
reflected in Figure 2.3:  sustained excellence in business and quality must 
be based on customer focus, guided by strategic planning, with leadership 
at the core, enhanced by philosophy, employee improvement and 
involvement, and quality assurance. 
   
2.4.4 Leadership Models 
One of the problems in understanding the concept of leadership is that it 
can be viewed as both property and process.  As a property, leadership is 
a set of characteristics – behaviour patterns and personality – that make 
certain people more effective at attaining a set of goals.  As a process 
leadership is an effort by a leader, drawing on various bases of power (an 
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activity with its own skill set), to influence members of a group to direct 
their activities toward a common goal.  
 
De Vries (2001, p215) describes the interactionist approach being two 
extreme positions identified in leadership research.  On one side of the 
spectrum are the “personalists” – researchers who argue that specific 
personality variables determine leadership effectiveness.  These people 
see leadership as either a property or a process.  On the other side of the 
spectrum are the “situationists” – those who deny the influence of 
individual differences and attribute all variations in leadership 
effectiveness to environmental constraints.  While personalists view 
leaders as “heroic” navigators, in control of whatever situation they find 
themselves in, situationists turn leaders into figureheads – puppets 
manipulated by the forces of the environment.  Those in the latter camp 
claim that it makes little difference who is in charge; societal forces 
determine what action needs to be taken.   
 
Leadership is not one extreme or the other.  Normally it can be found 
somewhere in between the two and it never happens in isolation.  There 
can be no leaders without followers and all leadership activities take place 
in context.  To be able to therefore understand leadership behaviour, it is 
important to not only consider the personal make-up of the leader, but 
also the make-up of the followers and the specifics of a particular situation 
or environment.  Certain styles of leadership simply do not fit certain 
follower types or situations / environments.  It is the interface of the leader, 
follower and situation / environment that makes leadership so complex.  
This complexity is described in Figure 2.18.  To successfully incorporate 
all these elements an “interactionist” model of leadership is probably the 
most realistic.  
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   Source: De Vries (2001, p216)  
 
 Figure 2.18 illustrates how the personality, position and experience of the 
leader play a role in the leadership equation, as well as the personalities 
of the followers (along with their values, attitudes, beliefs and the strength 
of the group’s effectiveness), combined with the situation (the nature of 
the task, the type of organisation, corporate culture, industry factors and 
the socio-economic political situation). 
 
The view taken by de Vries (2001) is echoed by Liu et al (2002) in 
reference to the effectiveness of leadership styles.  Liu states that for both 
the motivational function of a leader and the manner in which a leader 
must act to be effective is influenced by situational factors such as the 
characteristics of task, the subordinates and the environment.  Rowe et al 
(1994) takes another view on the effectiveness of leadership in linking 
leadership styles to decision styles – reflected in Figures 2.19 and 2.20 
below.  
LEADER: 
Character type. 
Values/attitudes/beliefs. 
Positions. 
Experience. 
 
FOLLOWERS: 
Character type. 
Values/attitudes/beliefs. 
Group cohesiveness. 
SITUATION: 
Nature of task. 
Life stage of organisation. 
Organisational variables. 
Corporate culture. 
Nature of industry. 
Socio-economic /  
Political environment. 
 
LEADERSHIP 
STYLE 
Figure 2.18 The leadership domain  
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Source: Adapted from Rowe et al(1994, p467) 
Source: Adapted from Rowe et al (1994, p526) 
Figure 2.19  Leadership styles 
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Directive: 
 Focuses on controls. 
 Achieves results. 
 Takes chances. 
 Persuades by directing. 
 Expects rapid change. 
Supportive: 
 Tries for consensus. 
 Facilitates work. 
 Encourages openness. 
 Persuades by involving. 
 Reacts to change. 
 Performance Transformation 
Figure 2.20  Decision styles 
 Logical Relational  
C
og
ni
tiv
e 
co
m
pl
ex
ity
 
 
 
 
 
High 
(ambiguity 
Tolerated) 
Analytical: 
 Enjoys problem 
solving. 
 Wants best answer. 
 Wants control. 
 Uses considerable 
data. 
 Enjoys variety. 
 Is innovative. 
 Uses careful analysis.  
Conceptual: 
 Achievement orientated. 
 Has a broad outlook. 
 Is creative. 
 Wants independence. 
 Is humanistic. 
 Is artistic. 
 Invites new ideas. 
 Future orientated. 
 
 
Thinking 
(ideas) 
 
Proactive 
(change) 
Le
ad
er
 
 
 
Low 
(structure 
Needed) 
Directive: 
 Expects results. 
 Is aggressive. 
 Acts rapidly. 
 Uses rules. 
 Needs power / status. 
 Uses intuition. 
 Is verbal. 
Behavioural: 
 Is supportive. 
 Uses persuasion. 
 Is emphatic. 
 Comments easily. 
 Prefers meetings. 
 Uses limited data. 
 
 
Action 
(doing) 
 
Reactive 
(maintenance) M
an
ag
er
 
 Task / technical value People/organisational orientation 
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The climate of an organisation depends on the style of leadership and the 
decision-making styles.  A combination of these is reflected in Figure 2.21. 
 
Source: Adapted from Figures 2.19 and 2.20. 
            
Referring to Figure 2.21, strategic leadership styles can be categorised as 
follows (Rowe et al. 1994, p535): 
1. Entrepreneurial style: combinations of the inspirational directive 
leadership style linked to a combination of conceptual and directive 
decisions styles.  This style of manager does best where 
conceptual creativity must be combined with a directive results 
orientated approach. 
2. Executive style: combinations of the logical and inspirational 
leadership styles linked to a combination of analytical and 
conceptual decision styles.  This style of manager is most effective 
Figure 2.21 Leadership styles linked to decision styles 
Broad 
C
og
ni
tiv
e 
co
m
pl
ex
ity
 
 
High 
(ambiguity 
tolerated) 
Logical Relational  
Thinking 
(ideas) 
Proactive 
(change) 
Le
ad
er
 
G
oa
l o
rie
nt
at
ed
 
 
Logical 
leadership 
style linked to 
Analytical 
decision style 
Inspirational 
leadership style 
linked to Conceptual 
decision style 
 
Low 
(structure 
needed) 
Directive 
leadership 
style linked to 
Directive 
decision style 
Supportive 
leadership style 
linked to Behavioural 
decision style  
Action 
(doing) 
Reactive 
(maintenance) M
an
ag
er
 
 Performing Transforming  
Emphasis on change 
 
Task/technical People/organisational 
Specific Values orientation 
 
90 
 
Review of Literature 
 
running a large, well-established organisation.  An analytical style is 
needed to understand extremely complex phenomena and 
translate then into meaningful data.  This is linked tot a conceptual 
style to comprehend future possibilities. 
3. Planner style:  combinations of the logical and directive leadership 
style linked to a combination of analytical and directive decision 
styles.  This style of manager is suited to working on advanced 
technology, complex decision models and so on.  The planner 
tends to be a good problem solver, who understands complex 
environments.   
4. Leader style:  combinations of the inspirational and supportive 
leadership styles linked to a combination of conceptual and 
behavioural decision styles.  This manager is people orientated and 
is able to focus the strength of the organisation on problem areas 
and to be creative in finding solutions.  The leader style is likely to 
succeed where organisational or motivational requirements are 
critical. 
 
2.4.5 The situation and follower branches of the leadership domain 
If a particular episode of leadership is to be dissected, the sort of task that 
needs to be accomplished needs to be looked at, the nature and health of 
the industry and company in question, the prevailing socio-economic-
political environment, the national culture the company is operating in and 
the corporate culture that colours the microcosm of the organisation.  
Even a particular leader’s style of leadership – a very personal thing - is 
coloured by the broader situation.  It is an intricate outcome of personality, 
stage of life, national culture and corporate culture – as reflected in Figure 
2.21.   
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De Vries (2001, p217) further states that after a situation has been looked 
at in an effort to understand some episode of leadership, it is also 
necessary to assess the followers: 
 What can be said about their mindset? 
 What are their expectations of the job and leader? 
 What is their “power relationship” with their leader? 
 Do they require strong guidance from their leaders, or do they work 
best in self managed teams? 
 
The relationship between leader and subordinate (s) is shown in Figure 
2.22: 
 
 
 
 
 
Source:  Adapted from De Vries (2001, p217) 
 
 
 
 
 
Strong 
guidance. 
 
 
Balance. 
 
Sense of 
drifting. 
 
Self 
management 
via teams. 
LEADER: 
High power. 
Low power. 
Low power. High power. 
SUBORDINATES: 
Figure 2.22 Superior-subordinate power relationships 
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2.4.6 The primary branch of the leadership domain is leadership 
competencies 
It is clear that leaders are affected by the environment and their 
subordinates.  A leader adopts a particular leadership style and develops 
competencies because of his / her inner theatre – which is the scripting 
that results from the central needs of that individual. 
 
An individual’s leadership style – as embodied in various roles that the 
person assumes while in a leadership position – is the consequence of a 
delicate interplay of the forces in that person’s “inner theatre” (revolving 
around the individual’s core needs) and the competencies he or she has 
acquired over time.  De Vries (2001, p218) analyses the theoretical traits 
practically in the following ways: 
 The challenge for leaders (and potential leaders) is to develop a 
repertoire of competencies that covers most contingencies; 
 The questions to be asked are what those competencies are and what 
are the traits that trigger those competencies? and 
 What distinguishes good leaders from bad and what specific 
recognisable characteristics can be identified? 
 
De Vries (2001, p218) also states that there was a good deal of scientific 
research at the beginning of the twentieth century designed to identify 
traits that would be universally beneficial in any leadership setting.  That 
research was not particularly successful and the results were conflicting, 
largely due to methodological problems in the research design.  
Disappointed by the results of these studies, many scholars interested in 
leadership abandoned this line of research altogether, turning to other 
leadership approaches. 
 
Research methodology was then developed which focused on two 
dimensional patterns such as initiation versus consideration, social 
93 
 
Review of Literature 
 
orientation versus task orientation, or autocracy versus democracy – the 
new research examines behavioural outcomes of desirable traits in 
context.  The new focus looks at how certain individuals – true leaders – 
by force of their personality bring about an extraordinary effect on their 
followers.  It looks at how these leaders affect the mindset of the 
organisational participants by identifying, articulating and modelling 
values, by influencing the organisation’s culture and by building 
commitment into the organisation’s mission, objectives and strategies – 
thereby obtaining very good organisational results. 
 
This new approach contributes to a rich description of the leadership 
mystique. The researchers who espouse this focus pay proper attention to 
the contextual and cultural dimensions that are part and parcel of 
leadership dynamics, and they are sensitive to the impact of the 
environment on leaders and on leadership behaviour.  They reject narrow 
instrumentalism in favour of a perspective whereby a leader is seen as the 
“transformational agent” of change. 
 
Studies that have moved beyond the simplistic approach of previous trait 
studies have identified a number of personality characteristics that 
constantly emerge, differentiating leaders from non-leaders. 
 
Most effective leaders possess clusters of competencies in three areas: 
 Personal competencies – such as achievement motivation, self 
confidence, energy and personal effectiveness; 
 Social competencies – such as influence, political awareness and 
empathy; and 
 Cognitive competencies – such as conceptual thinking on a global 
view. 
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 Source: De Vries (2001, p218) 
 
Figure 2.23 shows those competencies as one dimension of leadership.  
They can also be seen as part of a layering process that has at its core 
needs, emotions, defences, motives and traits.  These are followed by 
values, attitudes and self-image, which in turn are followed by 
competencies and knowledge.  The effect of this set of interacting 
variables is expressed through behaviour and action.  An overview of 
these competencies is depicted in Figure 2.24. 
       
  
Personal 
Leadership Style: 
 
 The roles 
 
Competencies: 
 
 Personal 
 Cognitive 
 Social 
Inner Theatre: 
 
 Motivational needs 
 Traits 
 Temperament 
 
Figure 2.23  Dimensions of leadership style 
95 
 
Review of Literature 
 
 
 
 
 
 Source: De Vries (2001, p222) 
 
De Vries (2001, p223) gives a list a competencies that are most crucial to 
leadership effectiveness.  These competencies are also supported by 
Mische (2001) and Thomas Foster (2004, p105). 
 
 Surgency – The term surgency applies to people who tend to have a 
more assertive character, who want (and know how) to get their own 
way.  People characterised by surgency are very energetic and 
domineering.  A strong achievement orientation distinguishes these 
individuals from other people.  True leaders have fire in their heart; 
people who make things happen and are driven to beat the 
competition.  They like to accomplish and are action orientated.  Even 
if they do not feel confident they are good enough at expression 
Figure 2.24       The circle of competencies 
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management to make others believe that they are.  Because of their 
assertiveness, they get other people to do things they would not have 
done otherwise. 
 Sociability – The most successful leaders have considerable social 
skills and are in the people management business.  They spend much 
of their time relating to people and need to enjoy this aspect of the job. 
 Receptivity – Successful leaders tend to be open to new idea and 
experiences.  This quality is becoming increasingly important as the 
business world expands to global dimensions. 
 Agreeableness – Effective leadership is seen in people who are 
agreeable, are cooperative, flexible and likeable.  They know how to 
reframe difficult situations in a positive way.  These characteristics 
make them excellent team players. 
 Dependability – Effective leaders are conscientious and when asked 
to do something, they deliver, are reliable and follow through. 
 Analytical intelligence – Most leaders possess more than average 
analytical intelligence.  It helps them to think in a strategic manner.  
Too high an IQ can be detrimental, however, in that it encourages over 
intellectualisation and the rationalising of one’s point of view. 
 Emotional intelligence – Leaders know how to manage their 
emotions and read the emotions of others.  Having a good dose of 
empathy is what differentiates these people.  Possessed of a good 
sense of reality, they are aware of their strengths and weaknesses, 
know what they stand for and know how to establish and maintain 
relationships. 
 
Complementing the competencies listed above, Goetsch and Davis (1997, 
p224) identify the following as characteristics of leaders that build and 
earn respect of those they lead:  
 Sense of purpose; 
 Self-discipline; 
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 Honesty; 
 Credibility; 
 Common sense; 
 Stamina; 
 Commitment; and 
 Steadfastness and resolute. 
   
Welsch (2006, p47) defines leadership as consisting of five traits, 
excluding integrity, emotional maturity and intelligence.  Integrity, 
emotional maturity and intelligence are baseline – they are givens.  The 
traits identified are as follows: 
 Positive energy – the capacity to go-go-go with healthy vigour and an 
upbeat attitude through good times and bad; 
 The ability to energize others – releasing their positive energy; 
 Edge – the ability to make tough calls, to say yes or no, not maybe; 
 Talent to execute – to get things done; and  
 Passion – they care deeply, they sweat, they believe. 
 
2.4.7 Leadership: On being a Role Model 
Although Rowe et al (1994, p526) state that the climate of an organisation 
depends on the style of leadership and the decision-making styles, 
Alvesson and Sveningson (2003) again believe that it is important to 
consider the specific organisational and professional settings in order to 
understand how people relate to, talk about, and possibly practise – or fail 
to practise – leadership.  Leadership is a reciprocal, interactive process.  
Pascale and Athos (1982, p201) summarise the “contradictions” above in 
stating that management is a mere discipline, but leadership is a “culture” 
with its own values, believes, tools and language.   
 
The transition and overlap from managers to leaders can be found in the 
work of Avella and Vazquez (1999) who stated that world-class 
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manufacturers are managed by leaders who have a clear vision of the 
future and who share this vision with all their employees. 
 
Zulauf (1999) and Gerald Kushel (date unknown) describe “peak 
performance managers” as someone who has his/her goals associated 
with strong leadership.  “Peak performance managers” go our of their way 
to help workers get a fair share of the action and they believe in “shared 
leadership”, “a shared vision”, “a shared mission”, “shared authority” and 
“shared responsibility”.  The goals of these “peak performance managers” 
or leaders can be summarised as follows: 
 To learn all they can about how to motivate peak performance; 
 To take responsibility for their own performance and to teach this 
modus operandi to others; 
 To help their people get a fair share of the action; 
 To understand and model self-motivation; 
 To give their people sufficient reasons to want to excel; 
 To see themselves in a service capacity dedicated to helping others 
perform at peak;  
 To offer special assistance to standard performers, but to stay out of 
the way of peak performers unless they ask for help; and 
 To enjoy life in the peak performance zone. 
 
2.4.8 Conclusion 
Leadership is at the centre of any high performing organisation (Figure 
2.3).   From that emanates direction, motivation, guidance and skill.  It is 
therefore extremely important that the “skills” of the past be replaced by 
the “skills” of the future and any true leader must be able to start within 
him/herself and recognise what is required to change and then positively  
embark on that road.  Believe in themselves, believe in the good and 
capabilities of others and understanding and guiding that what needs to 
be done to achieve organisational excellence.  
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“All great leaders have possessed the capacity of believing in the 
capabilities and talents of others.  Those who are always disdainful of 
subordinates, who constantly denigrate their work, who always compare 
their efforts unfavourably with their own will wind up leading no one but 
themselves” (Goetsch and Davis, 1997, p186) 
 
2.5 PHILOSOPHY DEVELOPMENT 
2.5.1 Introduction 
In Figure 2.3, a theoretical framework for organisational excellence and 
quality management, philosophy development is identified as one of the 
key elements (Foster, 2004).  Philosophy is defined as “an attitude that 
guides one’s behaviour” (South African Pocket Oxford Dictionary, 2002, 
p668).  Attitude is defined as “a way of thinking or feeling about something 
or someone” (South African Pocket Oxford Dictionary, 2002, p49).  Within 
a working environment, the two main contributing factors to determining 
philosophy and attitudes could be identified as culture and motivation. 
 
2.5.2 Culture 
National character, or organisational character, can be seen as 
regularities in behaviour that are shared, or as a collective programming of 
a population’s mind.  The ideals, values and assumptions represented by 
a nation’s particular culture contribute to common norms, customs, rituals 
and perceptions about “heroes” and “villains” that make up that nation’s 
character.   These cultural values are learned and transmitted from 
generation to generation through parents, teachers and other influential 
people in the community.  It can therefore be said that specific childrearing 
practices play an important role in the formation of the cognitive, affective 
and behavioural patterns that people demonstrate in different cultures.  
Anthropologists Kluckholn and Strodtbeck defines culture as “a set of 
basic assumptions – shared solutions to universal problems of external 
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adaptation (how to survive) and internal integration (how to stay together) 
– which have evolved over time and are handed down from one 
generation to the next” (Schneider & Barsoux, 2003, p22) 
 
De Vries (2001, p228) is of the opinion that cultural values can be seen as 
the building blocks for behaviour and action anywhere in the world.  They 
influence leadership practices and institutional arrangements.  
Comprehending the building blocks of culture will help to understand 
differences in leadership styles among cultures.  Many aspects of 
leadership are affected by cultural differences, such as: 
 Varying attitudes toward authority from country to country affect how 
leadership is perceived; 
 In global corporations which often attempt to “streamline” behaviour 
patterns in their organisations, wherever they are located, the interface 
between national and corporate culture is tightly interwoven; 
 Styles of decision making vary between cultures; 
 Motivation and control can be understood only in the context of cross-
cultural management; and 
 The management of multicultural team and departments requires a 
corporative blending of elements from various cultures.  
 
Excellence or world class competitiveness is achieved when the culture of 
an organisation is able to change quickly to handle the demands of 
change.  Lewis et al (2004, p355) believe that culture must also be 
equipped to adapt to the constantly evolving and dynamic business 
environment.  Successful organisations can cope with change in real time 
and live with the potential chaos that comes with it. 
 
A further definition of culture is agreed upon by Cleland (1999, p473), and 
Hodgetts and Luthans (2003, p170) who state that culture is a set of 
refined behaviours that people have and strive towards in their society.  
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Strategy must be consistent with the culture.  Any new strategic direction 
of an organisation always requires a change in corporate culture. Strategic 
change often fails to live up to the expectations due to the inability of 
organisations to change its culture in ways that would make the new 
strategy work. 
 
According to Rowe et al (1994, p91) and Kropp (2003) there is often a gap 
between existing culture and the appropriate culture for strategic success.  
Because culture consists largely of personal and social relationships and 
work tasks, such gaps are often defined as involving too much or too little 
of the following: 
 Innovation in tasks and in task definition; 
 Support for task performance; 
 Attention to social and interpersonal relationships; and 
 Personal freedom given to individuals. 
 
Successful businesses have distinctive cultures that promote creation, 
implementation and maintenance of change. Rowe et al (1994, p92) 
believe an organisation’s culture is crucial to the success of its strategy.  A 
part of strategic planning is to assess the culture and determine whether it 
would promote or defeat a proposed strategy.  If it would defeat the 
strategy, can the culture be changed? The following five basic questions 
about an organisation’s culture can be asked in order to assess its 
capacity for change: 
 What is the impact of culture on the organisation’s ability to carry out 
its projects and plans? 
 How deep-seated is the culture? 
 How many cultures does the organisation have? 
 How changeable is the culture? and 
 Can culture alone be changed? 
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Rowe et al (1994, p470) and McGannon (2002) further state that often it is 
organisational culture that prevents the strategic change from taking 
place.  Strategy can also not be executed without first considering 
corporate culture.  This is because the natural tendency for people is to 
cling to well-established beliefs about what they are willing to do, even 
when logical analysis should convince them otherwise. 
 
2.5.2.1 Organisational cultural model 
Strategic change that is incompatible with corporate culture often 
flounders in a morass of opposition, sabotage, neglect and inaction.  
Rowe et al (1994, p473) state that the various combinations of culture 
within organisations vary and organisations produce four types of cultural 
environments within which they function. These cultures are reflected in 
Figure 2.25.  
 
 Organisational values range from performance in a controlled system to 
achievement in an open system. The organisation’s orientation can be 
technical and differentiated or social with high levels of integration and 
coordination.  Thus an organisation’s values and orientation combine to 
bring about a particular cultural environment. 
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Figure 2.25 Organisational cultural model 
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  Source: Rowe et al (1994, p474) 
 
2.5.2.2 Cultural fit  
Behaviour within and between organisations ultimately depends on the 
match or fit.  Various cultural elements are likely to affect strategic change 
and these are reflected in Table 2.20. 
 
The first column of Table 2.20 is used to rate the culture in each of the 
categories.  The importance of the various cultural elements depends on 
their pervasiveness, strength and relation to a specific element to 
acceptance of change.  The second column is used to evaluate the 
accountability of the proposed strategy with each of the elements as they 
exist in the present culture.  A high score means that the strategy is likely 
to go in a direction that is consistent with the existing culture. 
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Source: Adapted from Rowe et al (1994, p476) 
 
The four ways in which these cultural elements and strategic change can 
be related are shown in Figure 2.26.   
  
Table 2.20 Assessment of cultural elements 
 
 
No 
 
 
Elements 
Importance of 
culture  
Score: 0-9 
Compatibility with 
strategic change 
Score: 0-9 
1. Founders beliefs and values.   
2. Key executing style.   
3. Maturity of organisation.   
4. Cohesiveness and collaboration.   
5. Openness and trust.   
6. Climate of the organisation.   
7. Recognition of team (s).   
8. Reward for performance.   
9. Support for team (s).   
10. Participation in decisions.   
11. Consistent communication.   
12. Enforcement of policies.   
13. Degree of social interaction.   
14. Opportunity for growth.   
15. Level of job security.   
16. Level of technology.   
17. Degree of innovation.   
18. Sense of belonging.   
19. Latitude of job execution.   
20. Sense of urgency.   
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Figure 2.26  Importance of cultural fit to strategic change 
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     Source: Adapted from Rowe et al (1994, p476) 
 
If the scores in the two columns of Table 2.20 are high, the fit is 
supportive; elements that are important in the culture are strongly 
compatible with strategic change.  A low score in the first column and a 
high score in the second indicate that the culture is related to strategy, so 
little attention to cultural elements is required.   Low scores in both 
columns suggest that the change is inconsistent with the culture and that 
factors other than culture should be considered.  A high score in the first 
column and a low score in the second signify a serious constrained 
relationship between the culture and the strategy.  The stronger the 
elements in the culture and the more incompatible the proposed strategy, 
the more difficult it is for the strategy to succeed.  Table 2.20 therefore 
provides a way of focusing on the elements of culture that must be 
changed if a proposed strategy is to succeed. 
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2.5.2.3 The wheel of culture 
As can be seen from the previous paragraphs, culture is a highly complex 
subject.  This complexity has lent itself to the development of a number of 
frameworks in order to simplify it.  Several of these introduce a number of 
dimensions to highlight specific cultural patterns.  These dimensions, 
according to de Vries (2001, p231) and Smit and Cronje (1997, p449) are 
frequently presented in the form of polarities.  Summarised these are as 
follows:    
 Environment – One regularly applied dimension of polarity highlights 
the different ways in which individuals perceive both the world around 
them and their fellow human beings.  Some enjoy a feeling of mastery 
over nature, while others feel controlled by their surroundings and 
some tolerate uncertainty well, while others avoid it; 
 Action orientation – Some people favour a being orientation, while 
others favour a doing orientation; some have an internal focus, 
possessing a sense of control over their lives, while other focus 
externally, feeling an absence of control; 
 Emotion – Some people are emotionally expressive, while others 
exhibit great emotional control and inhibition;    
 Language – In speaking and writing, some people favour language 
that is high context (difficult to interpret) and others low context (easy 
to interpret); 
 Space - In the course of personal and business relationships, some 
people opt for individualism and competition, while others rely on 
collectivism and co-operation. Some people believe in the application 
of universalistic rules that apply to everyone, while others argue for 
particularistic rules that depend on the specifics of the case; 
 Power – Some people believe that status is achieved, while others 
only that value ascribes status; some favour equality and advocate 
position based on ability, while others stress the role of wealth, birth-
right and other factors; 
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 Thinking - Some people have a deductive approach to issues, while 
other takes a more inductive approach. Some analyse phenomena into 
parts, while others have a more holistic orientation, seeing patterns 
and relationships in a wider context; and 
 Time – Some people have a monochromic orientation (prefers doing 
one thing at a time), while others are polychromic; some are orientated 
to the past, while others focus on the present or the future. 
 
All of these definitions have something to offer as we seek to improve our 
understanding of different cultural settings and leadership styles.  These 
are depicted in Figure 2.27. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Source: De Vries (2001, p231) 
Figure 2.27  The wheel of culture 
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2.5.2.4 Climate Creation 
Successful organisational change is contingent upon employees having a 
holistic understanding of 3 things: 
 Each other’s culture and history – as this creates tolerance, trust and 
respect – the corner stone of teamwork; 
 South African business realities and the challenges facing 
organisations in the country; and 
 Societal trends and how they impact on the organisation. 
 
Apart from the brief discussion and definitions on culture above, 
Schneider and Barsoux (2003, p21) claim that anthropologists have 
proposed over 164 other definitions explaining culture. It is not a “process” 
that can be easily managed, but it is a powerful lever for guiding 
organisational behaviour.  It functions as an organisational control 
mechanism, informally approving or prohibiting some patterns of 
behaviour.   It is therefore of the utmost importance that when embarking 
on strategic change, culture be included as an area that must be 
addressed and if required, aligned with the new direction. 
 
2.5.3 Motivation  
Where attitude is defined as “a way of thinking or feeling about something 
or someone” (South African Pocket Oxford Dictionary, 2002, p49), 
motivation is defined as “the reason or reasons behind one’s actions or 
behaviour” (South African Pocket Oxford Dictionary, 2002, p586).  
According to Stuart-Kotze (2006, p10) behaviour is both directed to, and 
results from, unsatisfied needs.  He continues to state that although there 
is general agreement between psychologists that man experiences a 
variety of needs, there is considerable disagreement as to what these 
needs are – and their relative importance.  This statement is echoed in the 
myriad of theories and models of motivation as briefly reflected in Table 
2.21. 
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Table 2.21 Summary of motivational theories 
Theorist Theory 
Kurt Lewin. 
 
Fundamental equation of human behaviour: 
B = F (P↔S); where B = individual behaviour, F = function of, P = the 
person, and S = the situation. 
Norman R. F. Maier. Adapted Lewin’s models into his causal sequence model:  
S↔O→B→A; where S = the situation, O = the person, B = the behaviour, 
and A = the activity. 
Victor Vroom. 
 
Theory states the following: Felt needs cause behaviour, and motivated 
behaviour in a work setting is increased if a person perceives a positive 
relationship between effort and performance.  Motivated behaviour is further 
increased if there is a positive relationship between good performance and 
outcomes and rewards, particularly if the rewards or outcomes are valued. 
Abraham Maslow. 
 
Maslow’s hierarchy of needs addresses the need for satisfaction of basic 
needs before moving to more advanced needs.  Needs may change 
depending on their importance at the time.  For example, if one is hungry 
once that need is satisfied other needs become more important.  This 
relates to motive strength and it importance. 
Clayton Alderfer. 
 
Alderfer revamped Maslow’s hierarchy of needs theory and suggests that 
there are three core needs:  existence, relatedness and growth. 
Douglas McGregor. 
 
Theory X and Theory Y are McGregor’s theory.  Theory X managers 
assume that punishment is what motivates employees.  Theory Y managers 
are supporting and encouraging to their subordinates. 
Frederick Herzberg. 
 
Herzberg developed the Motivation-Hygiene Theory.  He believed that 
people have two distinct categories of needs.  Hygiene needs “describe 
people’s environment and serve the primary function of preventing job 
satisfaction…they are never completely satisfied”.  Herzberg called them 
motivators because he felt that these needs motivated people to perform at 
a higher level.  
Source: Adapted from Scruggs (2007) 
 
Scruggs (2007) states that the first step in understanding employee’s 
behaviour is looking for what motivates them to underachieve or 
overachieve.  Lewin (2007) says that the situation that the person finds 
him/herself in causes behaviour and that behaviour is essentially goal 
orientated.  This is an interesting contradiction to Deming’s point 10 which 
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states “eliminate slogans, exhortations and targets for the work force” 
(Goetsch and Davis, 2003, p20).  Lewin (2007) continues in emphasising 
that goals must be difficult enough to provide a challenge, while remaining 
attainable.  If goals remain blocked too many times, the employee might 
experience frustration, which can lead to aggression, rationalization, 
regression, fixation, or resignation.  A manager or leader must be able to 
recognize each of these symptoms as a sign of inappropriate motivational 
goals; failure will support Deming theories. 
 
Steinkamp (Lilly, 2007) classifies the work done by leaders in motivational 
theories by identifying three main types, namely expectancy theories, 
needs theories, motivation-hygiene theories and Craig’s opinion as a 
separate entity.  These are reflected in Table 2.22 below: 
 
Table 2.22 Comparison of main categories of motivational theories 
Types of theory Theory 
Expectancy theory. Victor Vroom. 
Based on what the employee believes about his behaviour and what he 
perceives as important or of value. 
 Person’s effort will result in performance. 
 Person’s effort will be rewarded. 
 Perceived value an individual places on outcome. 
Must be present before a high level of motivation can occur.  
Needs theories. Maslow – People are motivated by needs they want to satisfy. 
 Physiological. 
 Safety. 
 Esteem. 
 Self-fulfilment. 
. McClelland – Individual and environment form three basic motives. 
 Need for achievement. 
 Need for power. 
 Need for affiliation. 
Every individual has each of these motives in varying degrees, but one 
motive will be dominant. 
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Motivation – 
Hygiene. 
Fredrick Herzberg. 
 
 
Motivators: 
 Aspects of people jobs that made them feel good or satisfied were 
factors intrinsic to the job. 
 Achievement, recognition, works itself. 
 Responsibility, advancement and personal growth. 
 Coined the phrase “job enrichment” as a motivator.  Employment 
empowerment is a compelling motivator by itself. 
Hygiene factors: 
 Comprise of work environment rather than work itself. 
 Company policies, relations, administration. 
 Only a motivation when they missing or lacking. 
 Are extrinsic and cause dissatisfaction when they are not met. 
Craig’s Opinion.  Everything fits together in one system or is weeded out. 
 Everything has to thrive on change. 
 Everyone is responsible 
Source: Adapted from Lilly (2007) 
 
The question needs to be asked:  Are the motivational theories penned in 
“traditional manufacturing” time still applicable today?  Bassett-Jones and 
Lloyd (2005) proved that in line with Herzberg’s predictions that money 
and recognition do not appear to be the primary sources of motivation, but 
that intrinsic factors associated with satisfaction play a more important 
role. Their work further indicated that employee perceptions of senior 
management as a source of reinforcement were found to have a 
significant impact on willingness to contribute to organisational growth.  
Argyris’s Theory of Immaturity-Maturity developed in the 1980’s (Scruggs, 
2007) also points towards the intrinsic factors playing a major part in 
motivation.  According to Argyris individual’s progress at different rates 
from the total immaturity of early childhood (being passive, dependent, 
shallow, limited activity) to maturity (active, independent, deeper thoughts, 
more varied interests).  Organisations that have bureaucratic or pyramidal 
values that foster immaturity in workers and “in many cases, when people 
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join the workforce, they are kept from maturing by the management 
practices utilized in their organisation.”  The authoritarian style of 
leadership, bureaucratic or pyramidal, often resembles a family with a 
dominating parent (management) exercising almost total control over the 
children (employees).  In these environments trust and creativity are rare.  
Zulauf (1999) states that according to Schneider the first thing 
management think about as a way to reward employees is money, but 
that the last thing it does with money is to use it as an effective reward for 
anything but attendance.  He continues to state that literature tends to 
agree that the primary motivation of a pay check is to get one to show up 
on the job everyday and little more, especially in any long-term sense.  
There is no firm basis for the assumption that paying people more will 
encourage them to do better work or even, in the long run, more work.   
 
A survey conducted by Maritz Inc (Business Times, 01/07/2007) found 
that 66% of employees they surveyed felt that additional rewards would 
motivate them to be more productive in their jobs, but that the key to 
success is adjusting the rewards to employee demographics.  Margaret 
Harris(2007) summarises what workers want from companies in today’s 
world according to age groups, as reflected in Table 2.23. 
 
Table 2.23 What workers want from companies 
Traditionalists (60s 
and 70s) 
Boomers (mid-40’s – 
late 50’s) 
Generation X (mid 
20’s – mid 40’s) 
Millennials or 
Generation Y (mid 
teens – mid 20’s) 
 The satisfaction of 
a job well done. 
 Things they can 
share with others. 
 They might not 
splurge on 
themselves, but 
 Money, titles, better 
schedules, more 
seniority, travel 
rewards, value 
health, personal 
growth and 
involvement. 
 Freedom, a 
balanced lifestyle, 
things for the home 
and products that 
keep them in touch; 
rewards that 
enhance time with 
 Looking for work 
with meaning for 
“me”; want to know 
the work they do is 
important and want 
to be recognised 
for it.  Value 
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spend millions on 
their grandchildren. 
 No news is good 
news. 
 Feedback from 
supervisors once a 
year, with lots of 
documentation. 
 They want to see 
appreciation for 
their contribution. 
family and friends. 
 Instant, immediate 
feedback. 
diversity, 
empowerment and 
flexibility. 
 Heavy influenced 
by peers and are 
interested in 
brands that are hip 
and popular. 
 Want rewards that 
are customised to 
their preferences – 
colours and 
features. 
Source:  Harris (2007) 
 
2.5.3.1 Climate creation 
Likert (Scruggs, 2007) lists the following as characteristics of high 
performing organisations: 
 Favourable attitudes toward the organisation and work. 
- There is mutual confidence and trust through the organisation. 
 High sense of involvement in achievement of goals. 
- Sense of dissatisfaction if goals are not met. 
 Organisation effectively harnesses motivational concepts. 
- Ego, security, creativity, curiosity, economy. 
 Tightly knit, functioning social system. 
- People like each other and want to help each other. 
 Measurements for self-guidance. 
 
In contrast, in low performing organisations: 
 Motivation is achieved by the exercise of control through authority; 
 Jobs are organized, methods prescribed, standards are set, goals and 
budget are set by management; 
 Compliance to hierarchical and economic pressure; 
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 Plans, trains, supplies and tells everyone what to do; and 
 Oversees the work. 
 
Motivation and motivational systems must take into account both the 
extrinsic as well as intrinsic aspects.  Apart from monetary rewards (used 
correctly), Schneider (1995, p153) identified a further three rewards as 
effective extrinsic motivators, namely the content of the job itself; 
recognition and feedback from co-workers, supervisors and customers; 
and accomplishing goals that are challenging and meaningful.  Intrinsic 
motivational processes focus on the “self-system” that determine an 
individual’s behaviour (Haasen and Shea, 1997, p9).  Haasen and Shea 
further state  that:  “Intrinsic motivation is itself the “outcome”, the result of 
a work situation that people enjoy – because they are in charge, because 
they have the opportunity to acquire new skills and the ability to match a 
different challenge, or because they are part of a successful team.  
Intrinsic motivation leads to astounding and productive energy that seems 
to have virtually no limit”.  Kushel (1994, p69), although pre-dating the 
works of Haasen and Shea, complements this statement by his 
identification of the following motivations as intrinsic: 
 Enjoyment of the work itself for its own sake; 
 Desire to have a “piece of the action’, such as sharing visions, 
missions, leadership, authority and responsibility; 
 Pride in performing excellently; 
 Need to prove some secret point to oneself; 
 Achievement of a deep-seated value (such as helping another person); 
 Having a deep and abiding belief in the importance of the work one is 
doing; 
 The excitement and pleasure of a challenge; and 
 Desire to exceed one’s previous level of job performance (being self-
competitive). 
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Kushel (1994, p156) identifies a number of interventions that could aid in 
motivation to peak performance.  These include “trusting and being 
trusted”, a mutual mission, TQM, benchmarking, quality circles, a mutual 
and measurable objective and a quality work life. All of these aspects from 
part of WCM and Organisational Excellence (Diagrams 2.1, 2.2, 2.8; 
Womack and Jones, 1995). Haasen and Shea (1997, p10) lists three 
important characteristics for achieving high motivational levels.  These are 
job control/autonomy, learning and teamwork.  Again, all of these form 
part of WCM and Organisational Excellence (Diagrams 2.1, 2.2, 2.5, 2.6, 
2.7).  Apart from the interventions recommended by Kushel above, 
Schneider and Bowen (1995, p157) suggest that job re-design could also 
be used as a tool to make jobs intrinsically more motivating.  This involves 
the examination of each job structure for possible improvements which 
would make the job in itself more rewarding, with rewarding components 
that could include: 
 Skill variety; 
 Task identity – visible outcomes; 
 Task significance – impact on others; 
 Autonomy – freedom in determining schedule, procedures; and 
 Job feedback – results indicate how well done. 
 
2.5.4 Conclusion 
Culture and motivation – the one can not be without the other.  The tools 
used to motivate employees and the manner in which these tools are used 
not only aids in determining the culture of an organisation, but can guide a 
company and its people to organisational and personal excellence. Once 
prevailing culture has been determined, it is very important to ensure 
systems and tools are selected that will eventually align with the 
philosophy of the organisation’s strategic goals. 
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“Regardless of its talents or potential, a caged eagle can at best only 
conform to the dimensions of its cage.  But when it is released, no one 
need to shout encouragement for it to soar, no one need to hang 
motivational slogans on its nest exhorting excellence.  When unleashed 
from the shackles of bureaucracy, when freed from the confines of an 
operational prison, eagles study their surroundings, spread their wings, 
and fly!” (Harris, 1996, p98)  
 
2.6 EMPLOYEE DEVELOPMENT 
2.6.1 Introduction 
The only constant in the development of industry over the years has been 
employees.  The changes in technology from the beginning of the 
twentieth century have been staggering, yet, the needs and wants of 
employees has not changed to the same extent, if at all.  As mentioned in 
the previous section, what have changed are the tools, approaches and 
methodologies available and used to motivate and involve employees – 
but all towards the same end-result: organisational excellence and 
bottom-line growth.  Employee development forms part of the core of 
organisational excellence and world-class manufacturing – some 
references include Table 2.2 (Hayes and Wheelwright, principles 8, 4, 11 
– Schonberger), Table 2.4 (critical elements 11, 16, 18), Table 2.7 (Peters 
and Waterman – themes 3, 4, 8), Table 2.7 and Table 2.8 (TQM Factors), 
and Table 2.16 (reason “neglect” as a business failure).   
 
The best companies grant an amazing degree of practical autonomy to 
their people.  Practical autonomy means individuals have the authority to 
decide and to take action and then expect to be held accountable for the 
results.  Foster (2004, p21) refers to employee empowerment versus 
autonomy – involving the moving of decision making to the lowest levels.  
This can only be successful via the active improvement and involvement 
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of all employees through training, sharing of information and moving 
towards the same goals. 
 
2.6.2 Delegating autonomy 
In world-class companies’ practical autonomy is widespread at all levels, 
not just at the top.  Management voluntarily chooses to relinquish 
traditional forms of control, often uneasily in return for the commitment 
and ownership that autonomy can foster in their people.  Practical 
autonomy is the foundation for practical entrepreneurship (Peters & 
Waterman, 1982, p14). 
 
People feel accountability and ownership in companies classified as 
excellent because they have relative high autonomy.  Managers are freed 
from mainly traditional control related tasks and thus they have the time to 
facilitate the work by removing mundane barriers from in front of their 
employees.  In the best-run companies disruptions are instead treated as 
opportunities.  Lewis et al (2004, p250) are of the opinion that delegating 
autonomy can be achieved by: 
 Collaborating at all levels, in all jobs, on mutually agreed-upon goals 
and the needed resources; 
 Clearly agreeing on the areas of free autonomous choice; 
 Clearly coming to an agreement on the areas where autonomy is not 
granted; 
 Keeping work units small; 
 Emphasising the central values and focusing in the critical measures; 
 Getting rid of trivial roadblocks; and 
 Aiming low enough and in enough detail. 
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2.6.3 Sharing information 
The value of information provided in a timely fashion is an exceptionally 
under-utilised tool for spreading the feeling of ownership and belonging in 
most companies.  A lack of information promotes tension, exacerbates the 
“us versus them” atmosphere and substantially reduces ownership.  It 
multiplies the bases for excuses, it signals disrespect and distrust of the 
individual contributor.  Information is shared within the excellent 
companies in a way that treats people like adults.  Sharing information, 
according to Peters and Waterman (1982, p48) and Lewis et al (2004, 
p360) can be done by: 
 Giving people all the information they can use and more; and 
 Presenting information openly and in a non-evaluative manner. 
 
All components and strategies within excellence and total-quality settings 
are based, either directly or indirectly, on effective communication.  It is 
fundamental to leadership, decision making, problem solving, teamwork, 
training, and employee involvement and empowerment (Goetsch & Davis, 
1997, p289; Knod & Schonberger, 2001, p260). 
 
2.6.4 Emphasising training 
Excellent companies view extensive, pragmatic training as a necessity, 
not a boom time nicety.  Extending autonomy and granting ownership are 
less than useless if people have neither the necessary skills to perform 
nor the self-discipline to accept personal responsibility.  Training that 
sharpens skills and builds confidence is critical to good performance.  
Goetsch and Davis (2003, p403) as well as Peters and Waterman (1982, 
p224) state that training can be achieved by: 
 Making time available with no last-minute high priority excuse bailouts 
for top quality training; 
 Making the next steps in the people’s development programs clear for 
the next few years; 
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 Teaching explicitly corporate values; 
 Giving top management a substantial role in the training; and 
 Using senior management teaching as a major development tool for 
senior management. 
 
Within the South African context sight must never be lost of the impact of 
the lack of basic education delivery in the pre-democracy era, often 
resulting in many employees being forced to work without the basic 
numeric and literacy skills.  This situation is however, not unique to South-
Africa.  Goetsch and Davis (1997, p363) describes the impact of illiteracy 
on industry in the United States as follows: 
 Difficulty in filling high-skill jobs; 
 Lower levels of productivity and, as a result, lower level of 
competitiveness; 
 Higher levels of waste; 
 Higher potential for damage to sophisticated technological systems 
and equipment; and 
 Greater number of dissatisfied workers in the workplace. 
 
Training should be seen as an organised, systematic series of activities 
designed to enhance an individual’s work-related knowledge, skills and/or 
understanding motivation.  It must be practical, specific and immediate.  In 
a total quality setting training is a bottom-up enterprise in which people 
who do the work are given the priority, whereas traditionally managers 
received more training.  
 
The question that begs to be asked within the EH Walton Packaging (Pty) 
Ltd environment is how much of the current performance or non-
performance in all areas is as a result of the level of illiteracy and the 
communication and training practices, or lack thereof, employed over the 
past years? 
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2.6.5 Recognising commitment 
Managers invariably ensnare themselves in the trap of looking only for 
failure to be fixed rather than seeing successes needed to be multiplied.  
Focusing predominantly on problems and failures encourages people to 
become very cautious. It does almost nothing to encourage success, 
especially at the vital task of regularly innovating slightly new ways to do a 
job better or even eliminating repetitive errors. 
 
Excellent companies are different; they work to correct human 
performance problems. According to TD Strategies (2004), the most 
significant difference is that they go to great lengths to regularly, 
obsessively and enthusiastically point out individual peoples’ successes 
and positively reinforce those accomplishments.  They use every available 
channel of communication, private and public, oral and written. 
  
The best companies use every method they can dream up to immediately 
communicate sincere appreciation for specific elements of work well done.  
Thus, recognising commitment, according to Peters and Waterman (1982, 
p218), can be done by: 
 Developing the habit of actively looking for work well done; 
 Positively reinforcing the good work in specific detail; 
 Looking especially for small, desired and do-able behaviours to 
recognise; 
 Managers being sincere in their efforts; 
 Reinforcing individual people and not just groups; 
 Not underestimating the power of small rewards; 
 Focusing on the middle 80% rather than the top 5%; 
 Recognising all people who perform well; 
 Not being shy about being positive with someone; and 
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 Using a variety and ever-changing array of appropriate reinforcement 
methods. 
 
According to a study conducted by Deloitte (Business Times, 24/06/07, 
p1) there appears to be a disconnect between what companies say about 
their people – “our greatest asset” – and the reality that the human 
resources function is still not top of mind in the boardroom.  The study 
found that only 3% of executives considered their human resources as 
“world class”.  This is a stunning and sad paradox since human resources, 
together with leaders, should be seen as the drivers of strategic initiatives 
around issues such as performance and talent management and the 
creation of a high performance culture – not just as ensuring compliance 
to labour laws. 
 
2.6.6 Conclusion 
Employee improvement and involvement is a key aspect in successful 
organisations.  This was emphasised by speakers at a conference held in 
the Nelson Mandela Metropole in May 2007, thereby confirming that 
involvement, improvement and feeling part of something are not limited to 
countries or cultures, but are universal to successful organisations. 
 
Table 2.24 Comments by employees from leading organisations within the 
Nelson Mandela Metropole 
Organisation Speaker and Position Comment 
Spicer Axle. Keith Vosloo: 
Factory Manager. 
 Ownership is very important. 
 Ownership = clear goals and objectives 
 Celebrate the small victories. 
 Train – train – train. 
Dorbyl Automotive.  Chris Foster: 
General Manager. 
 Win the hearts and minds of your people. 
Murray and Roberts. Alan McWilliam: 
General Manager. 
 Only have one reporting system, aligned to key 
performance areas of organisation. 
 Complete transparency most important – from order 
book to profits and loss. 
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 Freddie Molate: 
Quality inspector that 
started as sweeper. 
 Communication all the time. 
 Being given the opportunity to learn and grow the 
most valuable in my job. 
 Dita de Andrade: 
Human Resources 
Manager. 
 Our employees know what is expected from them, 
from shift to shift, and they know how our company 
is doing. 
Shatterpruf. Renier Liebenberg: 
General Manager. 
 We had to change the quality and work culture of 
our frontline leaders to achieve success. 
 Shaun O’Reilly: 
Team leader. 
 An informed and involved worker = happy worker = 
productive worker. 
Source: Extracts from “Journey to World Class Conference”, Port Elizabeth, 23/05/2007 
 
“A company is made up of (people) with different background, different 
cultures, different inclinations, different aspirations...different jobs...All of 
these (people)…of different ages and cultures, with different jobs, have to  
produce the miracle of their own striving together so that the company’s 
balance sheets can be good.  Today and tomorrow.”  Giovanni Agnelli, retired 
CEO, Fiat (Schneider and Barsoux, 2003, p253). 
     
2.7 QUALITY ASSURANCE 
2.7.1 Introduction 
The term “quality” means different things to different people.  Some 
definitions and statements include the following: 
 “Quality is a standard by which to measure” (Voehl, 1994, p17); 
 “Quality is about doing things right the first time and about satisfying 
customers.  But quality is also about costs, revenues, and profits.  
Quality plays a key role in keeping costs low, revenues high and profits 
robust” (Johnson, as quoted by Goetsch & Davis, 1997, p12); 
 “Fitness for purpose” (Juran, 1989, as quoted by CCA, 1995); and 
 “Conformance to requirements” (Cosby, 1979, as quoted by CCA, 
1995). 
 
These are but a few of the vast array of definitions that can be found.  
However, if one looks at the quality policy of EH Walton Packaging (Pty) 
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Ltd, aspects that stand out as important to the organisation include the 
following: 
 Creation and maintenance of open communication; 
 Creation and maintenance of attitudes for preventing defects; 
 The striving for excellence; and 
 The striving for continuous improvement. 
 
These important inclusions in the quality policy statement do not “give 
true” definitions to the concepts of quality, but they do form some of the 
most important concepts of quality.  Foster (2004, p473) states that 
people represent the core of an organisation’s capabilities because they 
supply the intellect and empathy that is required to provide outstanding 
customer service.  It is therefore important to implement systems to 
develop, train, care for and motivate people to serve the customer 
properly.  In any world-class organisation one of the major objectives of 
quality management is to enhance organisational learning and to ensure 
that employees understand that they are integral to any quality system. 
 
2.7.2 Total quality management 
To be able to work smarter it is necessary to shift the emphasis from the 
current situation at EH Walton Packaging (Pty) Ltd of identifying problems 
when they occur or only after they have occurred, to that of total quality.  
Total quality can best be defined as stated by the US Department of 
Defence: “Total quality is both a philosophy and a set of guiding principles 
that represent the foundation of a continuously improving organisation.  It 
is the application of quantitative methods and human resources to 
improve the materials and services supplied to an organisation, all the 
processes within an organisation, and the degree to which the needs of 
the customers are met, now and in the future. Total quality integrates 
fundamental management techniques, existing improvement efforts, and 
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technical tools under disciplined approach focused on continuous 
improvement” (CCA, 1985, p3). 
 
From this definition, the quality policy statement and research covered in 
previous sections, six key concepts of total quality can be identified.  To 
achieve the “objectives” set out in the quality policy statement, it will be 
necessary to determine what the current level of understanding of some 
concepts is.  The six basic concepts identified by the researcher are as 
follows: 
 Concept 1 – Customers (external and internal); 
 Concept 2 – Never-ending and continuous improvement; 
 Concept 3 – Control of business processes; 
 Concept 4 – “Upstream” preventative management; 
 Concept 5 – On-going preventative action; and 
 Concept 6 – Leadership and teamwork. 
 
2.7.2.1 Concept 1 – Customers (external and internal) 
“External customers purchase the product, financially supporting the 
organisation.  Obviously it is important to satisfy these people.  Inside the 
company, employees pass on their work to other employees, who are 
their internal customers.  Similarly, external suppliers are the people 
outside the organisation who sell the material, information, or services to 
the organisation.  Inside the company, employees receive work passed on 
from other people in the organisation, the internal suppliers.  Each worker, 
therefore, is a customer of the preceding workers; and each has 
customers, the people to whom the worker passes on his or her work.” 
Peter R. Scholtes (Goetsch and Davis, 1997, p155) 
    
The concept of a chain of suppliers meeting or exceeding customer 
requirements is vital in the application of total quality.  It demonstrates the 
responsibility that everyone in the company has to contribute to quality by 
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satisfying their internal customer so that, ultimately, the external customer 
is satisfied.  If each customer satisfies and demands appropriate 
requirements, suppliers can focus their efforts to build quality into the 
process at each stage.  Questions that need to be asked include: 
 How is external customer satisfaction measured? 
 How does the company compare itself (benchmark) with competitors? 
 How is internal customer requirements identified and agreed upon? 
 How is the current performance on customer satisfaction displayed? 
and 
 Do employees understand and accept the concept of internal 
customer? 
 
External customers, or customer focus, form the focus enveloping all 
business principles – Figure 2.3.  This will be discussed section 2.8.  
 
2.7.2.2 Concept 2 – Never-ending improvement 
Improvement is a process that must never stop.  Once targets are met, 
new ones are set, aiming for even higher levels of product, process and 
service quality and efficiency.  Techniques aimed at facilitating 
improvement must be targeted at a steady, on-going progress, not on 
short-term gains that may not be sustained.    
 
According to Goetsch and Davis (2003, p680), W. Edwards Deming said 
in The Deming Management Method that improvement must be continual. 
“Improve constantly and forever the system of production and service.  
Improvement is not a one-time effort. Management is obliged to 
continually look for ways to reduce waste and improve quality.” 
 
2.7.2.3 Concept 3 – Control of business processes 
The application of direct and service controls, such as inspection, often 
only addresses symptoms of potential problems and it is therefore 
126 
 
Review of Literature 
 
important to identify the process owners and effectively make use of their 
knowledge and skills to enable effective process control.  The issue of 
processes is also the basis on which ISO 9001:2000 is based and thus it 
is very useful to take into consideration the following with regard to 
processes: 
 Have all the processes that are critical to the business been identified? 
 Do all employees realise and understand that all work is a process, 
converting a range of inputs into a number of agreed outputs? 
 Do employees have clear responsibility for each process, irrespective 
of departmental allegiances? 
 Who plans, controls and monitors each process? and 
 Do employees feel able to criticise each process? 
 
2.7.2.4 Concept 4 – “Upstream” preventative management 
The current situation at EH Walton Packaging (Pty) Ltd can be described 
as past-event inspection via operators/minders and quality controllers.  
Improvement is about seeking out potential problems and preventing them 
and not about waiting for a failure to identify an area for improvement. 
 
“Upstream” management shifts the emphasis from past-event inspection 
to prevention activities.  To be able to shift the emphasis to that of 
managing planning and prevention, the following aspects will need 
investigation: 
 What information is available from the process? 
 Do all employees, especially process owners, understand that effective 
use of all available information is the key to control and improvement? 
and 
 How can information be presented and used to assist control and 
continuous improvement? 
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Jeffrey K. Liker discusses in “The Toyota Way” (2004, P38) principle five 
of the “14 Toyota Way Principles” the building of a culture of stopping to 
fix problems, but to get quality right the first time.  Ways to achieve this 
include the use of all the modern assurance methods available, building 
into equipment capabilities of detecting problems and stopping itself, the 
development of visual systems to alert teams and leaders that a machine 
or process needs assistance; the building into organisation support 
systems to quickly solve problems and put in place countermeasures, and 
the building into the culture the philosophy of stopping or slowing down to 
get quality right the first time to enhance productivity in the long run. 
 
2.7.2.5 Concept 5 – Ongoing preventative action 
To be able to truly work “smarter” and be successful the root causes of 
problems should be constantly attacked.  Employees must feel and be 
able to highlight any issue that may cause problems within a process, or 
even an issue or problem hindering them from performing their work to 
their full capability.  The actions taken must remove or minimise the root 
causes of problems and prevent their recurrence.  To enable this 
“permanent eradication” of problems, it is the researcher’s opinion that 
aspects that must be investigated include: 
 Is the management team ready for open discussion in a “no-blame” 
culture? 
 Do all employees have the appropriate knowledge to be able to identify 
root causes and use problem solving techniques? 
 How seriously does management listen to employees, suppliers and 
customers when they identify opportunities for improvement? and 
 Are all employees used to the limits of their own abilities? 
 
2.7.2.6 Concept 6 – Leadership and teamwork 
The only way to implement and maintain a culture necessary for total 
quality is via the commitment from the management team.  To sustain 
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total quality and to achieve the improvement goals set, the commitment of 
every single person the organisation is required.  This motivation and 
commitment is achieved by the extensive involvement of all the staff in 
decision-making and problem-solving activities of the business.  
Recognising the individual’s contribution and improving the organisation’s 
approach to teamwork can dramatically improve the return on people – in 
remuneration, turnover and total quality terms.  Important aspects that will 
facilitate in the achievement of success include communication, multilevel 
problem solving and teamwork. 
 
The importance and value of concepts five and six above in a total quality 
environment have been proven in the success of the transformation of 
Toyota.  Again, referring to the “14 Principles of the Toyota Way (Liker, 
2004, p40), three of the principles refer to continuous improving.  These 
are: 
 Principle 12: Go and see for your self to thoroughly understand the 
situation (no problem must be too small for even a most senior 
manager to go and see); 
 Principle 13: Make decisions slowly by consensus, thoroughly 
considering all options, implement decision rapidly (important aspects: 
consensus, consider all options); and 
 Principle 14: Become a learning organisation through the relentless 
reflection and continuous improvement.   
 
2.7.3 Steps towards sustainable quality training 
The accreditation of any company by an external body with regards to 
quality systems does not mean that the commitment from the leadership 
and staff towards quality is factual.  Accreditation can be viewed by some 
as an order qualifier, not understanding the full impact and value of such 
systems.  Within world-class organisations the commitment and 
understanding form part of the culture of the organisation.  This 
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commitment and understanding will be evident in the resources allocated 
towards improving quality systems and most importantly, towards 
improving learning through all levels – this will aid towards sustainability of 
quality. 
 
Goetsch and Davis (1997, p368) and Foster (2004, p446) differentiates 
between different levels of training for different levels within an 
organisation, namely strategic, manager and supervisor, and employees / 
shop floor training.  Where Goetsch and Davis (1997, p369) base their 
training on the principles of the Juran Trilogy (planning, control and 
improvement), Foster (2004, p447) takes a wider approach and includes 
principles of Deming and Crosby.  What is very clear in all the models are 
that the first question asked at all levels is “what is quality”? 
 
2.7.4 Conclusion 
Although ISO 9001:2000 accreditation suggests that understanding and 
commitment to quality is alive in EH Walton Packaging (Pty) Ltd, it is 
critical that a baseline with regards to understanding of quality, the role 
thereof in a world class environment and the understanding of the various 
aspects identified involved in a total quality setting is established.  
Commitment to quality and to becoming world class via training practices 
must be determined to allow for corrective actions and/or continuous 
improvement. 
 
2.8 CUSTOMER FOCUS 
2.8.1 Introduction 
Perreault and McCarthy (1999, p37) define customer satisfaction as “to 
give the customer what they need” and “as the extent to which a firm fulfils 
a customer’s needs, desires and expectations”. Foster (2004, p132) refers 
to the “voice of the customer” as representing the wants, opinions, 
perceptions and desires of the customer.   Maskell (1991, p106) states 
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that a world class manufacturer puts customers needs at the top of the 
agenda.  Within any business environment customers are both seen as 
internal and external and the two definitions above can be applied to both.  
The concept of the internal customer was briefly discussed in section 
2.7.2.1.  The following section will discuss the external customer, hence 
forth referred to as the customer. 
 
 
2.8.2 The “golden thread” 
Customers have and always will be key to any business.  In a company 
as old as EH Walton Packaging (Pty) Ltd (established 1845) and still a 
closed shareholding, the question needs to be asked if a traditional 
production orientation towards customers still exist and if so, to what 
extent?   A brief summary of traditional views of production towards 
customers versus a world class orientation is tabled in Table 2.25. 
 
Table 2.25 Traditional production orientation towards customers versus world 
class orientation 
 Topic Production orientation World class orientation 
Attitudes towards customers. They should be glad we exist, 
trying to cut costs and bringing out 
better products. 
Customer needs determine 
company plans. 
Product offering. Company sells what it can make. Company makes what it can sell. 
Role of marketing research. To determine customer reaction, if 
used at all. 
To determine customer needs 
and how well company is 
satisfying them. 
Interest in innovation. Focus on technology and cost 
cutting. 
Focus on locating new 
opportunities. 
Importance of profit. A residual, what’s left after all 
costs are covered. 
A critical objective. 
Role of customer credit. Seen as a necessary evil. Seen as a customer service. 
Inventory levels. Set out to make production more 
convenient. 
Set with customer requirements 
and cost in mind. 
Transportation arrangements. Seen as an extension of 
production and storage activities, 
Seen as a customer service. 
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with emphasis on cost 
minimization. 
Role of sales force. Sell the customer, don’t worry 
about coordination with other 
promotion efforts or rest of firm. 
Help the customer to buy if the 
product fits customer’s needs, 
while coordinating with rest of 
firm. 
Relationship with customer. Relationship seen as short term – 
it ends when sale is made. 
Customer satisfaction before and 
after sale leads to a profitable 
long-run relationship. 
Source: Adapted from Perreault and McCarthy (1999, p41) 
 
The importance of customer focus is emphasised by a number of 
researchers as discussed in previous sections: 
 Table 2.1, point 3 Hayes and Wheelwright:  
US firms need to focus on what is important to 
customers. 
 
 Table 2.2   Schonberger: 
Principle 1: Team up with customers. 
Principle 7: Operate close to customer’s rate of 
use. 
 
 Section 2.1.2.3  Womack and Jones: 
Establish close links to customers and 
suppliers. 
 
 Figure 2.2  Organisational Excellence Model: 
Traditional company.  Existing for customers. 
Country class company . Reduce defects. 
     Shorten product development cycle. 
     Reduce order lead time. 
World class company.  Complete customer flexibility. 
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 Table 2.5  Key Performance indicators for organisational  
Excellence: 
Perfect quality. 
Complete customer flexibility. 
Short product development cycles. 
Collaborative decision making. 
All deliveries on time. 
Lowest cost. 
 
 Table 2.6  Comparative analysis between traditional and  
    excellent organisations: 
No customer flexibility versus complete customer 
flexibility. 
Long product development and cycle times versus 
short product development and cycle times. 
Late deliveries versus all deliveries on time. 
 
 Section 2.1.4 Peters and Waterman, theme 2: 
Close to the customer. 
Learning from the people served by the business. 
 
 Table 2.8  Excellence Development versus Total Quality  
Management Variables: 
Customer role in quality: “Yes” for Deming, Juran, 
Taguchi, Feigen, Peters and Waterman. 
 
 
The importance of the customer can therefore be seen as the “golden 
thread” that winds through all the stages of business growth and  
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achievement of organisational excellence.  The all encompassing 
influence of the customer is clearly reflected in Figure 2.3. 
 
2.8.3 Customer role in organisational strategies 
2.8.3.1 Traditional dimensions 
Successful manufacturing and high-performance strategies are linked in 
common segments with regards to customer focus.  Winning strategies all 
include the following dimensions: 
 Quality; 
 Cost; 
 Reliability with regards to supply and delivery; 
 Lead time; 
 Flexibility; and 
 Employee relationships. 
(Maskell, 1991, p22; Kaplan and Norton, 2004, p38; Hill, 1994, p90). 
 
Manufacturing performance must be consistently measured against 
clearly stated requirements of those a company has agreed to support.  
This will lead to a priority list of activities relevant to each of the 
dimensions, as mentioned above (Hill, 1994, p91).   
 
A danger exists if strategies built around customers are not constantly 
assessed and refocused.  World-class companies must always be “one-
step” ahead of their customers to avoid the areas of dissatisfaction 
increasing.  With the production orientation of traditional companies it is 
possible that the increasing expectations of customers can be lost, 
especially if areas covered in previous sections are not successfully in 
place.  These include leadership, communication, one vision, teamwork 
and training.  This danger is reflected in Figure 2.28 where problems will 
occur when customer requirements increase and change at a faster rate 
than supplier performance. 
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Source: Adapted from Foster (2004, p132) 
 
The opinion of Slack et al (2001. p414) that suppliers need to establish at 
what level of quality, speed, dependability and flexibility they have to 
develop in the supply chain to satisfy the end customer can and must be 
applied in the same way with the view as the organisation as the supplier.  
The principles applied to ensure excellence in supply to an organisation 
must therefore be transferred to ensure the excellence in supply from the 
organisation.  Figure 2.10, expectations versus perceptions, can not be 
limited to be a one side view – organisations are both customers and 
suppliers. 
 
Peters and Waterman (1982, p157) quotes Lew Young, Editor-in-Chief, 
Business Week, as follows:  “Probably the most important management 
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fundamental that is being ignored today is staying close to the customer to 
satisfy his needs and anticipate his wants.  In too many companies the 
customer has become a bloody nuisance whose unpredictable behaviour 
damages carefully made strategic plans, whose activities mess up 
computer operations, and who stubbornly insists that purchased products 
should work.”    Excellent companies have an obsession with customers 
and service, quality and reliability are strategies aimed at loyalty and long-
term revenue growth (Peters and Waterman, 1982, p157).  
 
Question:  Could there have been a lack in the obsession with customers 
adding to the underperformance of shareholder value after the capital 
investments at EH Walton Packaging (Pty) Ltd? 
 
2.8.3.2. Black economic empowerment (BEE)  
Black economic empowerment could be classified as an external 
challenge to business and discussed in section 2.3.6.  However, 
legislation due to be passed in February 2008 has firmly placed it on the 
same platform as quality, cost, flexibility and service.  The difference, 
however, is where one could classify cost, flexibility and service as order 
winners, BEE together with quality must be seen as order qualifiers. 
 
Since the dismantling of Apartheid in 1994, a number of new laws have 
been enacted to stimulate growth and encourage development:   
 1995: Strategy for the development of small business. 
 1996: The National Small Business Act introduced. 
 1997: Government issued a Green Paper on public sector  
procurement reform. 
 1998: Important pieces of legislation were enacted: 
   Competition Act. 
   Employment Equity Act. 
   National Empowerment Fund. 
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   Skills Development Act. 
 2000: Preferential Procurement Framework Act. 
 2003: Broad Based Black Economic Empowerment (BBBEE) Act. 
 2005: BBBEE Codes. 
Source: Global Business Solution, 10/5/2006 
 
The principles of the National Empowerment Fund, Employment Equity 
Act and Skills Development Acts are the same or very similar to the 
principles of TQM, namely development, communication and training of all 
for the ultimate betterment of all stakeholders in an organisation.  Where 
private organisations, such as EH Walton Packaging (Pty) Ltd, could not 
always see the benefits of implementing some of these principles, the 
financial advantages from levies and tax incentives made these principles 
attractive.  The ultimate benefit would not impede on ownership.  BBBEE, 
however, does this. 
 
Black Economic Empowerment, measured by scorecard, involves 
ownership, management control, skills development and preferential 
procurement.  Skills development and preferential procurement, to a 
lesser extent, are areas whereby points can be scored relatively easy if 
TQM systems are in place.  Ownership may not be easy, especially since 
it involves redistribution of shares, often to the detriment of shareholders 
and owners.  Preferential procurement carries a weighting of 20% based 
on the definition “BEE spend based on BEE status recognition levels as a 
% of total overall spend” (Global Business Solutions, 2006).   From a 
customer base of 110, the 30 top customers of EH Walton Packaging 
(Pty) Ltd has requested the companies BEE rating.  Why?  Because of the 
implication it has for them.  The higher the rating of their suppliers, the 
higher their own rating – hence more business, or as in the case of 
suppliers to government and related industries, no business if rating is not 
adequate. In the liquor industry a minimum rating will have to be obtained 
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to qualify for export licences – the top liquor producers in South Africa are 
also top five clients of EH Walton Packaging (Pty)Ltd, the implications 
therefore are clear. BEE must therefore be seen as an order qualifier 
together with quality – if you do not comply and excel, you will not get the 
business.  Within the South-African context it will not matter how excellent 
your organisation is, compliance to the BBBEE codes will be law in 
February 2008 – it must therefore be rated top of any board agenda. 
 
2.8.4 Customer retention and loyalty 
 Foster (2004, p149), Maskell (1991, p109), Knod and Schonberger (2001, 
p587) all state that one of the most important indicators of a world class 
company and customer satisfaction is customer retention and loyalty in 
the face of active competition.   To ensure that customers stay loyal it is 
therefore critical that the gap between what an organisation perceives to 
be important for customers and what is important to them be as small as 
possible or non-existent (Slack et al, 2001, p415; Figure 2.10).  Goetsch 
and Davis (1997, p166) recommend the following process as a customer 
value analysis: 
 Determine what attributes customer’s value most; 
 Rate the relative importance of the attributes; 
 Assess your organisation’s performance relative to the prioritised list of 
attributes; 
 Ask the customers to rate all attributes of your product/service against 
the same attributes of a competitor’s product/service; and 
 Repeat the process periodically. 
 
World-class companies are those who have successfully established a 
customer focus (Goetsch & Davis, 1997, p169; Hill, 1994, p42; Knod & 
Schonberger, 2001, p223).  Goetsch and Davis (1997, p169) state that a 
number of characteristics are common in these companies and that they 
can be divided into six clusters. 
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 Vision, commitment and climate - total commitment to customer needs 
and it shows in everything the company does;   
 Alignment with customers – customers play a consultative role in 
selling; they are never promised more than can be delivered; 
employees understand what product attributes the customer values 
most and feedback and input from customer is incorporated in product 
development; 
 Use of customer information – customer feedback, both positive and 
negative is communicated to all employees and used for 
improvements; 
 Reaching out to customers – making it easy for customers to do 
business; encouraging employees to go beyond the normal call of duty 
to please customers; attempting to resolve all customer complaints; 
and making it easy and convenient for customers to make their 
complaints known; 
 Competence, capability and empowerment of people – employees are 
treated as competent, capable professionals and are empowered to 
use their judgement in doing what is necessary to satisfy customer 
needs; and 
 Continuous improvement of products and processes. 
 
2.8.5 Conclusion 
Without customers no business can survive.  Excellence, however, must 
be based on a solid customer focus foundation.  The first step would have 
to be a self-analysis to determine which characteristics are missing and if 
there are any gaps between an organisation’s perceptions of what 
customers want and what the reality is. Peters and Zengermiller (1983, 
p7) summarise the actions that must follow by emphasising that the single 
most distinguishing feature of the excellent companies is that they back 
their words up with intense, positive actions that keep them and their 
customers uncommonly close and committed to each other.  They 
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continue to state that every activity is devoted to getting new customers 
and satisfying existing customers.  This customer-first focus is seen even 
in areas often isolated from the market in other companies – accounting, 
engineering, purchasing.  The simple intensity of this customer concern is 
unmatched by competitors.  It is a bone-deep believe in the importance of 
the customers that is translated each day into thousand of small, 
customer-focused activities. 
   
2.9 CHAPTER SUMMARY 
From the literature study it is evident that the basis for sustained success 
are the common elements of WCM and TQM, namely corporate strategy, 
leadership, philosophy, employee involvement and improvement, quality 
assurance and customer focus.  It is also evident that the practices that 
led to success in the past must change to incorporate everyone in an 
organisation. 
 
The next chapter details the methodology of the research of this study.
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CHAPTER 3 
RESEARCH DESIGN AND METHODOLOGY 
 
 
 
3.1 INTRODUCTION  
Much has been written about social science research.  Some authors follow a 
more philosophical approach to research design, while others follow a pragmatic 
approach. The importance of including both schools of thought in a study of 
social science research is increasingly emphasised by contemporary social 
scientists (Leedy, 1993, p14; Yin, 1994, p93; Neuman, 1994, p65; Jackson 1995, 
p18; Rosnow & Rosenthal, 1996, p74; Leedy & Ormrod 2001, p90). 
 
The objective focus of this chapter is to establish an appropriate research 
strategy for a given research problem.  The research strategies must be 
applicable to the nature of the problem. 
 
It will be assumed that the nature of the research problem, the objectives of the 
research and the methodology of the research focus the research strategy 
towards primary research methodology focused on quantitative research and the 
secondary research on some qualitative research. 
 
3.2 WHAT IS RESEARCH DESIGN? 
3.2.1 The concept of research 
Mouton and Marais (1992, p7) define research as a collaborative human activity 
in which social reality is studied objectively with the aim of gaining a valid 
understanding of it.  Another definition states that research can be seen as a 
process of expanding the boundaries of our ignorance (Melville & Goddard, 
1996, p14).  Oxford Dictionary (1995, p1169) defines research as the systematic 
investigation into sources in order to establish facts and reach new conclusions, 
or collate old facts by the scientific study of the subject or by course of critical 
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investigation.  Finally, Leedy (1993, p11) defines research as studious inquiry or 
examination, having for its aim the discovery of new facts and their correct 
interpretation. 
 
A closer look at this definition reveals the italicized words; they are important in 
comprehending the nature of basic research.  These ideas are listed below: 
 If there is no discovery, there is no research; 
 There must be the interpretation of data for the enlightening awareness of 
what the facts mean; 
 Research must always answer questions to solve problems; 
 Research is a human activity that promotes critical thinking in cross functional 
approach; and 
  Effective research is rational, systematic and is guided by constructive, 
critical assumptions and measurable data (Leedy, 1993, p12). 
 
3.2.2 The concept of design 
Yin (1994, p20) defines design as the preparation of a working plan aimed at 
systematically assembling, organizing and integrating data, in order to solve the 
research problem.  Leedy (1993, p125) states that research designs the 
planning, visualization of the data and the problems associated with the 
employment of the data in the entire research project.  The Oxford Dictionary 
(1995, p1169) states that design is a preliminary plan, concept or purpose.   
 
From the above definitions research design can therefore be interpreted as the 
preparation of an action plan aimed at organizing and integrating data in an 
overall framework in order to solve the research problem. 
 
Basic to design are four fundamental questions that must be resolved with 
respect to the data: 
 What is the data needed? 
 Where is the data located? 
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 How will the data be secured? and 
 How will the data be interpreted? 
 
The focus of research design is to maximize the validity and reliability of the 
research findings.  According to Leedy (1993, p18) the use of human subjects in 
research raises the question of ethical standards and should not go without 
careful scrutiny. 
 
3.2.3 Validity and reliability 
With any type of measurement two considerations are very important.  One of 
these is validity and the other reliability. 
 
Validity is concerned with the soundness and effectiveness of the measuring 
instrument.  The following questions can be asked: 
 Does the measuring instrument measure what it is supposed to measure? 
and 
 What is the accuracy of the measurement? 
 
There are several types of validity; the more common types according to Leedy 
(1993, p41), Struwig and Stead (2001, p139) and Leedy and Ormrod (2001, 
p103), are: 
 Face validity – relies basically upon the subjective judgment of the 
researcher; 
 Criterion validity – employs two measures of validity, the second measure a 
criterion, checks against the accuracy of the first measure; 
 Content validity – the accuracy with which an instrument measures the factors 
or situations under study; 
 Construct validity – any concept such as honesty that cannot be directly 
observed or isolated; 
 Internal validity – the freedom from bias in forming conclusions in view of the 
data; and  
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 External validity – this is concerned with the generalisability of the 
conclusions reached from a sample to other cases.   
 
Reliability deals with accuracy.  According to Leedy (1993, p42) and Leedy and 
Ormrod (2001, p31) reliability is the extent to which, on repeated measures, the 
indicators yield similar results.  Reliability in quantitative research projects can be 
evaluated by repeating a question in a questionnaire.  
 
Reliability asks one question above all others: with what accuracy does the 
measurement, test, inventory or questionnaire measure what it is intended to 
measure?  This study is based on the experiences and observations of 
individuals.  It is therefore not possible to use inter-rater or inter-observer 
reliability, because even though the study is based on individuals, the data is not 
as a result of observations of phenomena, but as a result of personal 
experiences and personal observations of issues resulting in the various 
experiences (http://www.socialresearchmethods/net/kb/reltypes/php, 2007).  
 
3.2.4 Conceptual model 
There appears to be a broad consensus amongst theorists on framework for 
research design.  Some researchers focus on the philosophical aspects of design 
(Mouton & Marais, 1992; Dooley, 1995), while others have developed useful 
pragmatic frameworks (Yin, 1994; Neuman, 1994; Jackson, 1995). 
 
The views of these authors have been consolidated into a conceptual model of 
decision steps.  This model, illustrated in Figure 3.1 below,   forms the foundation 
on which the research design for this research project has been based. 
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Figure 3.1          A conceptual model for research design 
  Choice of research project and 
problem formulation. 
  
Validity and reliability. 
     
  Decide on unity of analysis.  Validity and reliability. 
     
Qualitative research.    Quantitative research. 
     
Methodological 
influences. 
  
Triangulation. 
  
Validity and reliability 
     
  Research goals and strategy 
decision. 
  
Validity and reliability 
     
  Research process decisions.  Validity and reliability 
Source:  Structure of literature study and theoretical model 
 
 
3.3 METHODOLOGICAL APPROACHES 
There are three important contemporary methodological research approaches, 
namely: the positivist, interpretative and the critical approach.  Researchers 
usually adopt one of these approaches and then formulate a strategy that is 
consistent with the approach selected by them (Van Biljon, 1999, p34). 
 
3.3.1 The positivist approach 
The positivist approach is the approach used in the physical sciences and 
believes society is organized according to scientific observations and 
experiments (Jackson, 1995, p5; Dooley, 1995, p5).  With this paradigm it is 
always possible to establish a cause and effect relationship between variables 
systematically and statistically.  Scientists supporting positivism would argue that 
the general laws of science would be just as applicable to the social sciences as 
to the physical sciences.  Positivist research is likely to do quantitative research 
and use experiments, surveys and statistics (Gummesson, 1991, p 152). 
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  3.3.2 The interpretive approach 
According to the interpretive approach doubt is expressed over the questions 
whether it is always possible to establish cause and effect between variables in 
the social sciences. An example: can bad quality within a specific department 
always be linked to a specific objective cause?  The interpretive approach 
represents a reaction against unqualified application of positivism in the social 
sciences.  Instead of trying to explain causal relationships by means of objective 
truth and statistical analysis, hermeneutics provides a process to interpret, 
understand or reconstruct reality (Van Biljon, 1999, p35).  Language, pictures, 
sound, text and symbols play a central role in qualitative projects and replace 
quantitative data such as facts and figures as the primary sources of information 
(Neuman, 1994, p61; Jackson 1995, p9). 
 
3.3.3 The critical approach 
The critical approach is based on the argument that the researchers cannot 
distance themselves from people in their research.  They have to empower 
people through their research in order to bring about social justice (Jackson, 
1995, p11).   
 
The relative success of research in South Africa may in the future be measured 
against its ability to conform to the requirements of the critical approach. It is 
important to state that there is no specific method or technique associated with 
this approach and this method or technique does not seem to be that important 
(Van Biljon, 1999, p36).  According to Jackson (1995, p11) researchers using this 
approach show a preference for the historical method of research.    
 
3.4 QUALITATIVE VERSUS QUANTITATIVE RESEARCH 
Quantitative research is usually associated with positivism while qualitative 
research is associated with interpretativism.  It is best to visualize the distinction 
between qualitative and quantitative research as a continuum.  All research 
methods could be placed somewhere between the extremes of pure quantitative 
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and pre-qualitative research (Jackson, 1995, p13).   It is, however, plausible to 
indicate whether research projects have a more qualitative or quantitative nature.  
This in turn would play an important role in decisions on process to follow and 
measuring instruments to select (Van Biljon, 1999, p37).  A summary of the main 
differences between qualitative and quantitative research is given in Table 3.1.  
 
Source: Neuman (1994, p137); Mouton and Marais (1992, p159). 
 
An important choice that researchers face is the research method to be used.   
Leedy (1993, p145) believes that the answer to this question can be found in the 
nature of the data, the problem of the research, the location of the data, obtaining 
of data and the intention with the data.  If the data is verbal, the methodology is 
Table 3.1       Differences between qualitative and quantitative research 
Quantitative Qualitative 
 Test hypothesis that researcher 
begins with.  Hypotheses are stated 
explicitly and are formulated 
beforehand. 
 Concepts are in the form of distinct 
variables.  Concepts have an 
ambiguous meaning. 
 Measures are systematically created 
before data collection are 
standardize.   The researcher 
remains largely aloof. 
 Data is in the form of numbers from 
precise measurement.  
 Theory is largely causal and is 
deductive. 
 Procedures are standard and 
replication is assumed. 
 Analysis proceeds by using statistics, 
tables or charts and discussing how, 
what they show related to 
hypotheses. 
 Capture and discover meaning once the researcher 
becomes immersed in data.  Hypotheses are 
frequently undeclared or stated in the form of a 
research goal. 
 Concepts are in the form of themes, motifs, 
generalizations and taxonomies.  Concepts can be 
interpreted in a number of ways. 
 Measures are created in an ad hoc manner and are 
often specific to the individual or researcher.  The 
researcher is involved in the events/phenomena. 
 
 Data is in the form of words from documents, 
observations and transcripts. 
 Theory can be causal or non-causal and is often 
inductive. 
 Research procedures are particular; replication is 
very rare. 
 Analysis proceeds by extracting themes or 
generalizations from evidence and organizing data 
to present a coherent, consistent picture. 
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qualitative; if it is numerical, the methodology is quantitative (Van Biljon, 1999, 
p37). 
 
The relative strengths and weaknesses of the two research types are illustrated 
in Table 3.2.  Although the two methods can be used together, Leedy and 
Ormrod (2005, p105) state that novice researchers do not always have the time 
and resources of expertise to effectively combine these approaches for initial 
research attempts.   
 
 
Table 3.2 Distinguishing characteristics of quantitative and qualitative 
approaches 
Question Quantitative Qualitative 
What is the purpose of 
the research? 
To explain and predict. 
To confirm and validate. 
To test theory. 
To describe and explain. 
To explore and interpret. 
To build theory. 
What is the nature of the 
research process? 
Focused. 
Known variables. 
Establishing guidelines. 
Predetermined methods. 
Somewhat context-free. 
Detached view. 
Holistic. 
Unknown variables. 
Flexible guidelines. 
Emergent methods. 
Context-bound. 
Personal view. 
What are the data like, 
and how are they 
collected? 
Numeric data. 
Representative, large sample. 
Standardised instruments. 
Textual and/or image-based data. 
Informative, small sample. 
Loosely structured or non-
standardised observations and 
interviews. 
How is data analysed to 
determine their meaning? 
Statistical analysis. 
Stress on objectivity. 
 
Deductive reasoning. 
Search for themes and categories. 
Acknowledgement that analysis is 
subjective and potentially biased. 
Inductive reasoning. 
How are the findings 
communicated? 
Numbers. 
Statistics, aggregated data. 
Formal voice, scientific style. 
Words. 
Narratives, individual quotes. 
Personal voice, literary style. 
Source: Adapted from Leedy and Ormrod (2005, p96) 
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3.4.1 Quantitative research 
Mouton and Marais (1992, p159) define quantitative research as more highly 
formalized as well as more explicitly controlled with a range that is more exactly 
defined, and which, in terms of methods used, is relatively close to the physical 
sciences.  This definition once again shows a preference for the positivist 
approach. 
 
Quantitative research seeks to quantify through numbers and observations about 
human behaviour.   The emphasis is on precise measurement, the testing of 
hypotheses based on a sample of observations, and a statistical analysis of the 
data.  Relationships among variables are described mathematically and the 
subject matter is as in the physical sciences treated as an object (Van Biljon, 
1999, p40). 
 
Variables play key roles in quantitative research.  Variables take on two or more 
values.  Attributes, on the other hand, are the values of categories of a variable 
and people sometimes confuse variables with attributes. 
 
A quantitative research project would usually test the most important causal links 
to be found in the research domain.  This relationship between variables is 
usually expressed as a hypothesis, and hypotheses are tested to answer the 
research question or find empirical support for a theory (Neuman, 1994, p99).  
 
3.4.2 Qualitative research 
Qualitative research relies on interpretive and critical approaches to social 
science.  The aim of qualitative research is to study individuals and phenomena 
in their natural settings in order to gain a better understanding of them. It is also 
evident that qualitative research does not follow a fixed set of procedures (Van 
Biljon, 1999, p41).  The researcher will, however, need to develop a set of 
strategies and tactics in order to organize, manage and evaluate the research 
(Neuman, 1994, p317; Dooley, 1995, p258).  Scientists who wish to describe 
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everyday life from a point of view of the phenomenological perspective prefer 
qualitative research.  Quantitative researchers manipulate figures and statistics; 
the data of the qualitative researcher is in the form of words, sentences and 
paragraphs.  Qualitative research is more at risk in terms of validity and reliability 
(Miles and Huberman, 1994, p2). 
 
Mouton and Marais (1992, p155) define qualitative research projects as those in 
which the procedures are not strictly formalized, while the scope is more likely to 
be under-defined, and a more philosophical mode of operation is needed.  
 
3.4.2.1 Characteristics of qualitative research  
Following the above: 
 It is not always easy to describe the meaning of qualitative research; and 
 It is not always possible to classify methods in terms of the level of 
qualitativeness. 
 
Miles and Huberman (1994, p7) refer to these features as core and recurring for 
naturalistic studies, configured and used differently in any particular research 
tradition. 
 
3.4.2.2 Inductive versus deductive logic 
According to Patton (1987, p15) qualitative research methods are particularly 
orientated towards exploration, discovery and inductive logic. 
 Inductive design begins with conjecture, guesses, ideas and expectations; 
 No hypotheses are designed, nor are any theory-building exercises 
performed; 
 Data is collected through observations, interviews and other qualitative 
methods; and 
 The product of the research is a new model, theory of hypothesis. 
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Quantitative research methods, on the other hand, support deductive reasoning 
and analysis.  Deductive designs begin with an explicit conceptual framework 
developed from existing theory and models.  It requires the formulation of specific 
research hypotheses leading to a theory-building exercise.  A known data 
collection instrument, the fixed alternative questionnaire, is used to collect the 
data. The hypotheses are accepted or rejected and a causal relationship 
between variables is established (Miles & Hubermann, 1994, p44; Dooley, 1995, 
p65). 
 
3.4.2.3 Selection of the most appropriate qualitative method 
The most appropriate research method or strategy to use depends on three 
conditions: 
 The type of research question asked; 
 The extent of control an investigator has over actual behavioural events; and 
 The degree of focus on contemporary as opposed to historical events. 
 
Consideration can be given to the model depicted in Table 3.3 when wanting to 
solve the problems of a qualitative method. 
 
Table 3.3 Research method and section model 
 Form of research question Requires control over 
behavioural events? 
Focuses on 
contemporary 
events? 
Experiment. How, why? Yes. Yes. 
Survey. Who, what, where, how 
many, how much? 
No. Yes. 
Archival analysis. Who, what, where, how 
many, how much? 
No. Yes/No. 
History. How, why? No. No. 
Case study. How, why? No. Yes. 
Source: Adapted from Yin (1994, p6) 
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3.4.3 Triangulation 
Leedy (1993, p143) describes the situation where it is possible to combine 
qualitative research methods with qualitative methods in the same project.  This 
process is called triangulation and many research projects could be enhanced 
considerably if a triangulation approach were taken.  According to Struwig and 
Stead (2001, p19) the triangulation method could include various methods such 
as interviews and focus groups.  The interactions between quantitative and 
qualitative research is illustrated in Figure 3.2. 
 
Figure 3.2 Interaction between quantitative and qualitative research 
 
THE METHODOLOGY OF RESEARCH. 
      
Qualitative research:  Quantitative research: 
(Data: principally verbal).  (Data: principally numerical.) 
     
Observations. 
Survey studies. 
Historical studies. 
Case studies. 
Unstructured interviewing. 
 Surveys. 
Experimental studies. 
Quasi-experimental studies. 
Statistical-analysis studies.  
     
  
Triangulation: 
A compatibility procedure designed to reconcile the two major methodologies by eclectically using 
elements from each of the major methodologies as these contribute to the solution of the major 
problem. 
  Source: Adapted from Leedy (1993, p145) 
 
Leedy (1993, p143) also describes the following further characteristics of 
triangulation: 
 Theoretical triangulation involves the use of several frames of reference or 
perspectives in the analysis of the same set of data; 
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 Data triangulation attempts to gather observations through the use of a 
variety of sampling strategies to ensure that a theory is tested in more than 
one way; 
 Investigator triangulation is the use of multiple observers, interviews and/or 
analysis in a particular study; and 
 Methodological triangulation is the use of two or more methods of data 
collection procedures within a singe study. 
 
Leedy (1993, p144) also notes that the application of methodological 
triangulation requires careful application of the following four principles: 
 The research question must be clearly focused; 
 The strengths and weaknesses of each chosen method must complement 
each other; 
 The method should be selected according to their relevance to the nature of 
the phenomenon being studied; and 
 Continual evaluation of the methodological approach should be done during 
the course of the study to monitor whether the first three principles are being 
followed or not. 
 
3.5 CASE STUDIES 
According to Leedy and Ormrod (2005, p145) a case study is especially suitable 
for learning more about a little known, poorly understood situation  and may be 
useful for investigating how an individual, program or situation changes over 
time.  These changes may be as a result of certain circumstances or 
interventions.  Judd (1991, p39) states that case study methodology is an 
effective practise for understanding phenomena in depth, especially while 
building theories in an immature or subjective field of study. This type of 
methodology can also help build grounded theory in areas where initial ideas or 
hypotheses may change over the course of the study (Cressy, 1953; Dougherty, 
2002).  
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The term “grounded “refers to the idea that the theory that emerges from the 
study have been collected in the field rather that taken from research literature 
(Leedy & Ormrod, 2005, p140).  Leedy and Ormrod (2005, p140) further states 
that grounded theory studies are especially helpful when current theories about a 
phenomenon are non-existent.  It is also stated that a grounded theory study 
focuses on a process (including people’s actions and interactions) related to a 
particular topic.   Data collection in grounded theory can be achieved through 
interviews, observations, documents, historical records and anything else of 
potential relevance to meet the research questions (Leedy & Ormrod, 2005, 
p140).  The only restriction of data collected in this type of study is that the data 
must include the perspectives and voices of the people being studied (Leedy & 
Ormrod, 2005, p140). 
 
These traits make case study methodology appropriate to this research which 
investigates the growth towards world class in a specific organisational 
environment. 
 
3.5.1 Case study method 
Leedy and Ormrod (2005, p135) suggest the following steps to collect data for 
the method of case study: 
 The researcher spends an extended period of time on site and interact 
regularly with the people who are being studied; and 
 The researcher records details about the context surrounding the case, 
including information about the physical environment and any historical, 
economic and social factors that have bearing on the situation. 
 
By identifying the context of a case, the researcher helps others who read the 
case study draw conclusions about the extent to which its findings might be 
applicable to other situations. 
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Data analysis in case study research studies typically includes the following 
steps (Leedy & Ormrod, 2005, p136): 
 Organisation of details of the case.  The specific “facts” about the case are 
arranged in a logical order; 
 Categorisation of data.  Categories are identified that can help cluster the 
data into meaningful groups; 
 Interpretation of single instances.  Specific documents, occurrences and other 
bits of data are examined for the specific meanings they might have in 
relation to the case; 
 Identification of patterns.  The data and their interpretation are scrutinized for 
underlying themes and other patterns that characterise the case more broadly 
than a single piece of information can reveal; and 
 Synthesis and generalisations.  An overall portrait of the case is constructed.  
Conclusions are drawn that may have implications beyond the specific case 
that has been studied. 
 
Data analysis begins during the data collection process; preliminary conclusions 
are likely to influence the kind of data in later parts of a study.  The convergence 
or triangulation of separate pieces of information will be found out and pointed to 
the same conclusion (Leedy & Ormrod, 2005, p136).  
 
3.6 DATA COLLECTION  
Research is a viable approach to a problem only when there is data to support it.  
Data refers to those pieces of information that any particular situation gives to an 
observer.  According to the different research approaches and its design, the 
methods of data collection are different. The four fundamental questions as 
stated in section 3.2.2 about the data posed by Leedy and Ormrod (2005, p104), 
can not be overemphasised: 
 What data is needed? 
 Where is the data located?  
 How will the data be secured? and 
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 How will the data be interpreted? 
 
Two types of data are mainly involved in research: primary and secondary data.  
Primary data is the new data that is collected for a research project, while 
secondary data is available from sources other than the current research project.  
In the case of this study, data needs to be collected from either primary source or 
secondary sources in order to provide adequate information and the 
comparativeness of the data (Leedy & Ormrod, 2005, p89; Struwig & Stead, 
2001, p80). 
 
3.6.1 Primary data 
Researchers may use observations, interviews, objects, written documents, 
audio visual materials, electronic documents (including e-mail messages, web 
sites) and anything else than can help or contribute towards the proving, positive 
or negative, of the research hypotheses  (Leedy & Ormrod, 2005, p140).  Primary 
data can be collected by the following methods: 
 
3.6.1.1 Interviews 
Interviews are composed of two types, personal and telephonic, for both 
quantitative and qualitative research.  Advantaged and disadvantages of both 
types of interviews are as follows (Leedy & Ormrod, 2005; Struwig & Stead, 
2001): 
 Personal interviews:  
 Advantage: respondents willing to cooperate in terms of the good 
response rate. 
 Disadvantage:  expensive and time consuming in terms of transport cost 
and a long lead time. 
 Telephonic interviews: 
 Advantage: quick and direct response form respondent; lower cost 
compared to personal interviews. 
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 Disadvantage:  difficult to obtain sufficient quality answers from 
respondents as they may lose their interest if interviewer asks lengthy 
questions. 
 
Struwig and Stead (2001, p98) further highlight three common types of 
interviews, namely the standardised interview, the semi-standard interview and 
the unstandardised interview: 
 Standardised interview:  The standardised interview comprises a set of 
formally structured questions that are based on theory, and/or the experience 
of the interviewer.  The questions are formally structured in that the words are 
not altered from one participant to the next.   The interviewer should be 
neutral and not engage in a conversation on the topic with participants. 
 Semi-standard interview:  The semi-standard interview is a combination of the 
structured and unstructured interview.  Predetermined questions are posed to 
each participant in a systematic and consistent manner, but the participant 
are also given the opportunity to discuss issues beyond the questions’ 
confines. 
 Unstandardised interview:  The unstandardised interview does not proceed 
with a comprehensive list of predetermined questions and the least structured 
of the three interview types.  By imposing predetermined questions on the 
participant, the interviewer does not allow the participant to express his or her 
opinions or views freely.  In this type of interview the interviewer may explain 
the topic to be discussed to the participant, but should not provide leading 
questions.  The interviewer will not know all of the questions in advance as 
the participant play an important role in determining what aspects of the topic 
will be covered. 
 
3.6.1.2 Observations 
Observations conducted in quantitative research are structured and objective, 
while in qualitative research observations are intentionally unstructured and free-
flowing (Leedy & Ormrod, 2005, p144).  Data collection via observation is done 
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by recognising and noting people’s behaviour, objects and occurrences.  The 
major advantage of this method is that the researcher does not have to rely on 
the willingness of respondents to report data accurately (Struwig & Stead, 2001, 
p96).  Leedy and Ormrod (2005, p145) offer the following suggestions used to 
conduct observations: 
 Data recording strategies:  identifying particular methods to make a record for 
the data collected; 
 Introduction to people:  introducing to people who are being observed and 
watched.  Briefly describe the study and get participants’ consent; and 
 Take field notes:  using the understandable language as method to record the 
data and making preliminary interpretation of observations. 
 
3.6.1.3 Literature review 
Data collected in the literature review are mainly from library and internet 
resources. 
 
 
3.6.1.3.1 Library 
Using library resources to collect data is the most common method when 
conducting research.  Books, journals, graduate theses and dissertations can be 
used by a researcher to find related information and aspects on the research 
problem or topic. 
 
In order to locate information quickly and efficiently, Leedy and Ormrod (2005, 
p14) suggest that researchers should consider the following key factors when 
gathering information in a library: 
 Library catalogues; 
 Indexes and abstracts; 
 The reference librarian; and 
 Browsing the library shelves. 
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3.6.1.3.2 Internet resources 
Internet resources are technology-based methods of data collection.  The 
applications of Internet are becoming more popular and useful and the new 
technology has been the most powerful instrument.  The Internet resources used 
in this study include e-mail messages, on-line documents and World Wide Web. 
 
The usage of Internet is fast and easy to conduct.  Another advantage is the 
lowered costs compared to interviews.  It avoids the costs of travelling incurred in 
the face-to-face personal interviews.  However, researchers should also consider 
the following factors when deciding to collect data by using Internet (Struwig & 
Stead, 2001, p120): 
 The validity and reliability of data.  Data collected from Internet is not always 
accurate in terms of the validity and reliability of data.  In some cases, data 
posted on Internet may be out of date and are waiting to be update; 
 The response rate of e–mail.  Respondents may not have an instrument to 
get onto Internet or refuse to take part in the survey.  In this case the 
response rate of e-mail might be relatively low and even not sufficient to 
conduct the research; and 
 The confidentiality of on-line documents.  The official documents posted on 
an organisation’s intranet normally need to have specified access.  Research 
must have the right authorised from an organisation to obtain this kind of 
information. Ethical issues need to be taken note of.     
 
3.6.2 Secondary data 
Secondary data can be classified into three broad categories, namely raw data, 
already collected summaries of numbers and written treatises.  Researchers 
must examine the reliability and validity of the data as well as the secondary data 
that may have been gathered and tabulated using different definitions of key 
terms. Four questions should be considered when collecting secondary data 
(Struwig & Stead, 2001, p81): 
 What should be read? 
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 How should the source be read? 
 What should be recorded or noted? and 
 How should material be recorded or noted? 
 
For the purpose of this study, the secondary data might be collected from the 
following: 
 Employees who are being studied and consulted; 
 Quality system documents which will provide information about processes; 
 Minutes from Board meetings which will provide information about financial 
performance of organisation as well as issues deemed as important by 
Directors; 
 Minutes from Management Forum meetings; 
 Minutes from Management Review meetings; 
 Company Policy documents; 
 Customer feedback documents; 
 Literature studies; and 
 Internet resources, which include the usage of the World Wide Web (www), 
intranet and electronic mail.  World Wide Web sites are used to obtain 
information from other scholars who are conducting research in similar areas.  
The intranet of the organisation provides information about the organisation, 
projects, processes, human resources and customers. Electronic mail is used 
to communicate with employees and other people who are part of the study or 
who may contribute by way of experience, knowledge and current activities. 
 
3.7 RESEARCH GOALS 
The research goal provides a broad indication of what a researcher wishes to 
accomplish with research.  The researcher needs to determine whether the aim 
of the project is to describe, explain or to explore (Neuman, 1994, p18; Jackson, 
1995, p18). 
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3.7.1 Exploratory projects 
The goal pursued by explanatory projects is the exploration of a relatively 
unknown topic, situation or phenomenon.  The objectives of such a project may 
be to: 
 Gain new insights into the phenomenon by becoming familiar with facts, 
people and concerns involved; 
 Undertake a pilot investigation and determine feasibility before a more 
structured study of the phenomenon; 
 Generate many ideas and develop tentative theories and conjectures; 
 Determine priorities and develop techniques for future research; and 
 Develop new hypotheses about an existing phenomenon. 
 
Exploratory projects usually lead to insight and comprehension rather than the 
collection of accurate and replicable data.  The methods frequently used in 
exploratory projects include in-depth interviews, the analysis of case studies and 
the use of informants (Mouton & Marais, 1992, p43; Neuman, 1994, p18; van 
Biljon, 1999, p53). 
 
3.7.2 Descriptive projects 
The primary aim of descriptive projects is to accurately portray the characteristics 
of a particular individual, group, situation or organisation, tribe, sub-culture, 
interaction or social objective.  The outcome of a descriptive project is a detailed 
picture of the subject.  The aims of descriptive projects may be to: 
 Provide an accurate profile of  group; 
 Describe a process, mechanism or relationship; 
 Give a verbal or numerical picture; 
 Find information or stimulate new explanations; 
 Present basic background information in context; 
 Create a set of categories or classify types; 
 Clarify a sequence, set of stages or steps; and 
 Document information that contradicts prior believes about subject. 
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The description of some phenomena may arise from a narrative type of 
description as in historical analysis to a highly structured statistical analysis 
(Mouton & Marais, 1992, p43; Neuman, 1994, p19; van Biljon, 1999, p54). 
 
3.7.3 Explanatory projects 
 Explanatory projects are built on exploratory and descriptive projects and go on 
to identify the reason something occurs.  The primary aim of explanatory projects 
is to test a hypothesis of a cause and effect relationship between variables.  A 
given phenomenon is explained in terms of specific causes (Mouton & Marais, 
1992, p46; Neuman, 1994, p20; van Biljon, 1999, p55).    The aim of explanatory 
projects may be to:  
 Determine the accuracy of a principle or theory; 
 Find out which explanation is better; 
 Advance knowledge about an underlying process; 
 Link different issues or topics under a common general statement; 
 Build and elaborate a theory so it becomes complete; 
 Extend a theory or principle into new areas or issues; and 
 Provide evidence to support or refuse an explanation. 
 
3.8 RESEARCH STRATEGIES 
Mouton and Marais (1992, p49) believe it is possible to distinguish between types 
of research strategies.  Yin (1994, p5) points to five different types of research 
strategies: 
 Case study; 
 Experiments; 
 Surveys; 
 Histories; and  
 The analysis of archival information.  
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Each of these strategies has its advantages and disadvantages which depends 
upon three circumstances:  
 The sort of research in question; 
 The degree of control over actual behavioural events; and  
 The focus on contemporary phenomena versus historical events. 
 
Yin (1994, p6) defines a case study as “an empirical enquiry that investigates a 
contemporary phenomena within its real-life context”.  Merriam (1998, p56) 
states that this type of study is an intensive, holistic description and analysis of a 
single unit.  The single most defining characteristic of case study research lies in 
delimiting the object of the study.  This study is based on the real-life phenomena 
at the production facility of EH Walton Packaging (Pty) Ltd, with the delimitation 
that it is focusing on aspects around WCM and TQM.  
  
Case studies rely on multiple sources of evidence and therefore have a wide 
approach to data collection.  Since this specific data collection approach is 
incorporated into the research design, this technique becomes a comprehensive 
research strategy.  Another strength of case studies is that this type of research 
strategy allows the researcher to retain a holistic view while examining real-life 
events.  Furthermore, the researcher has the possibility of penetrating deeply into 
a complex problem and the result can be applied effectively due to real-life 
context of the study. 
 
According to Yin (1994, p14) one major weakness of the case study strategy is 
the lack of rigidity of the research design.  There is a possibility that the 
researcher uses vague data or biased views to influence the findings and 
conclusions.  It demands a lot from the researcher to report all evidence fairly.  
Concerns have also been raised that case studies provide little basis for scientific 
generalisation.  The researcher’s objective is to expand and generalise theories 
(analytic generalisation) and not to list frequencies (statistical generalisation).  
Another criticism is that case studies tend to take a long time and result in 
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massive documentation – this can be avoided by applying a good structure to the 
study. 
 
3.9 QUESTIONNAIRE DESIGN 
Hussey and Hussey (1997, p61) define questionnaires as lists of structured 
questions with a view to elicit responses from a chosen sample with the aim of 
finding out what a selected group of participants do, think or feel. 
  
According to Leedy and Ormrod (2005, p185) questionnaires have two main 
advantages: 
 They are relatively cheap as they reduce the researcher’s travel costs and 
telephone expenses; and 
 They offer respondent anonymity thereby assuring greater confidence in the 
accuracy of the results. 
 
Leedy and Ormrod (2005, p185) also point to two disadvantages of 
questionnaires: 
 The main problem highlighted is the low rate of return owing to general 
apathy of respondents to take time to answer a questionnaire; and 
 The respondents’ answers might be flawed because of a misinterpretation of 
questions. 
 
To minimise the extent of the disadvantages Leedy and Ormrod (2005, p190) 
propose twelve guidelines for the development of a questionnaire, listed as 
follows: 
1. Keep it short – the questionnaire should be brief as to extract only that 
information pertaining to the particular subject; 
2. Use simple, clear, unambiguous language.  The questions should be 
designed in such a way that they communicate exactly what the 
researcher wants to know; 
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3. Check for unwarranted assumptions in the questions.  Assumptions must 
be carefully considered when designing a questionnaire; 
4. Questions should be worded in such a manner that clues are not 
disclosed about preferred or desirable responses; 
5. Check for consistency. When a question being asked is such that some 
respondents may give answers that are socially acceptable rather than 
true, a ‘countercheck” question should be incorporated further down the 
list; 
6. Determine in advance how respondents will be coded; 
7. Keep the respondent’s task simple – the questionnaire must be simple to 
read and answer; 
8. Provide clear instructions.  The researcher must communicate exactly how 
he/she wants people to respond; 
9. Give a rationale for any items whose purpose may be unclear.  The 
purpose of each question should be made clear to the respondent; 
10. The questionnaire should look attractive and professional; 
11. Conduct a pilot test – the questionnaire should be given to friends or 
colleagues to see whether they have difficulty in understanding any items; 
and 
12. Scrutinise the almost final product to make sure it addresses the needs of 
the researcher, item by item.  A questionnaire should be quality tested 
several times for precision or expression, objectively, relevance and 
probability of favourable reception and return.  It is important that each 
question addresses the research problem as well as the sub-problems. 
 
The questionnaire for this study was developed from the literature study in 
Chapter two to facilitate the collection of information.  The questions identified 
from the literature and by the hypothesis were first linked to the sub-problems 
and then to the main research question and the hypotheses.  Multiple-choice 
and/or yes/no questions were selected and assigned to each question and 
countercheck questions were included.  Countercheck questions included were 
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both rephrasing of statements of similar subjects, as well as opposites to 
statements. 
 
The multiple-choice questions were presented in the format based on the Likert-
scale, whereby a choice can be made from “strongly disagree” to “strongly agree” 
(Leedy and Ormond, 2005, p185), but excludes a neutral response.  A limitation 
of this approach according to Leedy and Ormrod (2005, p187) is the potential 
loss of valuable information.  As a means to limit this loss interviews were 
randomly conducted.   
 
The content and construct validity of the questionnaire was determined by the 
use of an “expert” panel which included two senior managers, one middle 
manager, as well as three randomly selected shop floor employees. The 
inclusion of senior and middle management in the panel was to focus on both the 
content and construct validity, whilst the shop floor employees had to focus on 
the understanding and clarity of questions.  Recommendations were addressed. 
 
No ethical objections or concerns were received from panel. 
 
3.10 THE POPULATION 
The research project was conducted in four phases: the pilot survey, the actual 
empirical survey, observations and interviews.  The empirical survey 
(questionnaire) included all aspects of the hypotheses and questions were not be 
grouped according to subject.  The purpose was to facilitate honesty in answers 
by not leading via headings. 
 
The population for the pilot comprised of six respondents with the objective to 
test the ease of use of the questionnaires, as well as to test the content and 
construct validity of the questionnaire.  The actual survey population comprised 
of responses received from distribution of 200 questionnaires.  The 
questionnaires were distributed throughout the various production and service 
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departments of EH Walton Packaging (Pty) Ltd, to all levels of leaders as well as 
to shop floor employees. 
 
Although the sample was randomly chosen, the feedback may have been biased 
due to various departmental feedback not statistically accurate in terms of the 
employee numbers and leadership in context of overall employee complement, 
even though distribution were done in terms of departmental employee 
complements .  
 
From the 200 questionnaires distributed, 162 were returned.  The distribution is 
reflected in Table 3.4 with a summary in Table 3.5. 
 
Table 3.4 Sample population distribution 
Department Leader (Yes/No) Position Quantity received 
Operations. Y Director. 1 
Procurement. Y Senior manager. 1 
Information 
Technology. 
Y Head of department. 1 
Finance. N  1 
Scheduling. Y Senior manager. 1 
 Y Head of department. 1 
Research and 
development. 
N  3 
Order office. N  1 
Purchasing. N  1 
Quality 
Assurance. 
Y Head of department. 1 
 N  7 
Corrugating. Y Team leaders. 2 
 N  5 
Punching. Y Shift leaders. 2 
 N  23 
Gluing. Y Shift leader. 1 
 Y Team leader. 1 
 N  16 
Litho. Y Shift leader. 2 
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 N  33 
Finishing. Y Team leaders. 2 
 Y Shift leader. 1 
 N  12 
Point of sale. Y Team leaders. 2 
 N  7 
Warehouse. Y Head of department. 1 
 Y Team leaders. 2 
 N  8 
Dispatch. Y Head of department. 1 
 Y Shift leader. 1 
 N  2 
Visual. Y Head of department. 1 
 Y Shift leader. 1 
 Y Team leader. 1 
 N  16 
 
Table 3.5 Summary of respondents  
 Position Percentage of total 
1 Director. 0,6% 
2 Senior managers. 1,2% 
6 Head of departments. 3,7% 
8 Shift leaders. 4,9% 
10 Team leaders. 6,2% 
135 General shop floor employees. 83,3% 
162 TOTAL 99,9% 
  
The total production facility employee complement versus respondents is 
reflected in Table 3.6.  
 
Table 3.6 Total staff complement versus respondents, per department 
Department Total staff Respondents Percentage 
respondents of total 
(rounded) 
Operations 1 1 100,0% 
Procurement 1 1 100,0% 
Information Technology 2 1 50,0% 
Finance 4 1 25,0% 
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Scheduling 2 2 100,0% 
Research and development 5 3 60,0% 
Order office 2 1 50,0% 
Purchasing 4 1 25,0% 
Quality Assurance 12 8 66,7% 
Corrugating 20 7 35,0% 
Punching 40 25 62,5% 
Gluing 31 18 58,1% 
Litho 48 35 72,9% 
Finishing 17 15 88,2% 
Point of sale 15 9 60,0% 
Warehouse 16 11 68,8% 
Dispatch 5 4 80,0% 
Visual 32 19 59,4% 
TOTAL 257 162 63,0% 
Source: Minutes of Meeting of Board of Directors (July 2007) 
 
 3.11 GENERAL PROCEDURES 
The methodology adopted in this research project was discussed earlier in this 
chapter. The body of data collected consisted of questionnaires required to test 
the hypotheses.  The secondary data used in this research project was obtained 
from various local and international sources in various forms, such as articles, 
books and reports with the most predominant being international books 
originating in America and Europe. The primary data used in this research project 
was acquired from observations by way of interviews and questionnaires. 
 
From the 200 questionnaires distributed, 162 were received back equating to an 
81,0% response.  This is satisfactorily, especially if the length of the 
questionnaire is taken into consideration (107 questions in total).  Although the 
completion of the questionnaires was voluntary a lucky draw was incorporated to 
encourage participation.  Unstructured interviews were conducted with 
management as well as with various functional employees to gain a better 
understanding of concepts, generalisations and actual versus make-believe. 
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Project observations were done on specific issues contained in minutes of Board 
Reports, Quality Management documentation and minutes of Management 
Reviews and Management Forums, company policy documents and customer 
feedback documents.   
 
One questionnaire was used to gather data.  This questionnaire was divided into 
4 sections: 
 Section A – General information. 
 Section B – Various statements relating to the hypotheses. 
Section C – Leadership questions, specifically with regards training. 
Section D – Characteristics of leaders. 
 
The questions in Section B related to the respective sub-problems.  This is 
reflected in Table 3.7. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Table 3.7 Question categories questionnaire 
Categories No of questions 
Sub-problem 1: 
The focus on short-term growth strategy gains impacts 
negatively on long term growth. 
 
23 
Sub-problem 2: 
The lack of leadership at various levels impacts negatively on 
world-class manufacturing. 
 
24 
Sub-problem 3: 
How and to what extent does the prevailing philosophy 
contribute on attaining world-class status? 
 
29 
Sub-problem 4: 
Workforce empowerment is an effective strategy towards 
organisational excellence. 
 
92 
Sub-problem 5: 
A lack of understanding of TQM Principles impacts negatively 
on organisational excellence. 
 
33 
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Ten hypotheses were formulated to answers the various sub-problems.  This is 
reflected in Annexure D. 
 
Questions 46 – 64 are based on Table 2.19 to determine the customer 
orientation of employees with regards to production versus marketing.   
 
After the pilot study was conducted and the questionnaire was acceptable to the 
six respondents, the 200 questionnaires were distributed with a covering letter 
(Annexure F), requesting that the completed questionnaires be returned by 30 
November 2007.  No problems were encountered. 
 
The responses to questionnaires from the actual survey were summarized.  The 
data was processed by Dr. J. Pietersen from the Department of Mathematical 
Sciences at the Nelson Mandela Metropolitan University, using the Chi-squared 
test for independence between two variables.  These results were used to test 
hypothesis 10 and are presented in Annexure H.  
 
3.12 UNIT OF ANALYSIS OF STUDY 
The unit of analysis is defined as the major entity that is being analysed in a 
study (http://www.socialresearchmethods.net/kb/unitanal.php, 2007).  This study 
is based on the employees of EH Walton Packaging (Pty)Ltd, analysed as one 
group as well as two separate groups, namely the leaders and the shop floor 
employees or non-leaders. 
 
3.13 CONCLUSION 
A formal and systematic approach to research design is crucial to ensure that a 
research project conforms to the principles of validity and reliability. The research 
design decisions guide the researcher in effectively addressing the research 
problem.  Questionnaires and interviews are the main methods of data collection. 
 
 Case study methodology is ideal for this research project due to the following: 
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 No information could be found on similar studies within the packaging 
industry; 
 The lack of growth within the company is poorly understood.  This statement 
is based on minutes and attendance of board meetings where no record of 
strategic planning or SWOT analysis can be found (Minutes of Board 
Meeting, 2004 – 2007); 
 The support of TQM from senior management is only as far as financial 
support for initial implementation and yearly subscription fees to retain 
accreditation.  Financial support for Quality Awareness training was 
withdrawn in 2005 and no Management Reviews attended by Senior 
Management; and 
 Data collection achieved through interviews, observations, documents and 
historical documents. 
 
3.14 CHAPTER SUMMARY 
This chapter provides the conceptual framework for different research 
methodologies to be used in the study.  The discussion provided evidence that 
the researcher needs to pay particular attention to the research design, research 
methods and data collection.  This research is based on triangulation and case 
study methodology.  
 
The following chapter gives graphical and statistical representation of data 
collected, as well as summaries of other data involved. 
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CHAPTER 4 
DATA ANALYSIS 
 
 
4.1 INTRODUCTION 
This chapter reflects the data collected via questionnaire, interviews and 
document studies. 
 
One questionnaire was used to gather data.  This questionnaire was divided into 
4 sections: 
 Section A – General information. 
 Section B – Various statements relating to the hypotheses. 
Section C – Leadership questions, specifically with regards training. 
Section D – Characteristics of leaders. 
 
The result of each question in Section B and C is depicted in a pie-chart as well 
as in a summary frequency table (Annexure H). The summary frequency table 
represents the chi-square test for independence between two variables.  The 
results for section D relating to characteristics of leaders are depicted in tables. 
   
200 Questionnaires were distributed and 162 returned to the researcher.  This 
equates to an 81% response. 
   
Of the questionnaires received, 135 were received from shop floor employees, 
with 27 from employees in various leadership positions as depicted in Table 4.1. 
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Table 4.1 Classification of leadership categories of responses received 
Category of leader Number of responses 
Director. 1 
Senior manager. 2 
Head of department. 6 
Shift leader / supervisor. 8 
Team leader. 10 
TOTAL 27 
 
 
4.2 QUESTIONNAIRE: SECTION B 
 
4.2.1 I know what my company is trying to accomplish. 
 
 
 
 
 
 
 
 
5% 
15%
54%
6%
20%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.1 Response to statement 4.2.1 (Questionnaire: B1) 
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4.2.2 The leaders use the company’s values to guide us. 
 
 
 
 
 
4.2.3 My leaders create a work environment that helps me do my job. 
 
 
 
 
 
4%
6%
44%
18%
28%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
4%
17%
45%
6%
28%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.2 Response to statement 4.2.2 (Questionnaire: B2) 
Figure 4.3 Response to statement 4.2.3 (Questionnaire: B3) 
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4.2.4 The company’s leaders share information about the company. 
 
 
 
 
 
4.2.5 My leaders encourage learning that will help me advance my career. 
 
 
 
 
2%1%
28%
33%
36%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
4% 6%
19%
38%
33%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.4 Response to statement 4.2.4 (Questionnaire: B4)  
Figure 4.5 Response to statement 4.2.5 (Questionnaire: B5) 
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4.2.6 My company lets me know what it thinks is most important. 
 
 
 
 
4.2.7 My company asks me what I think. 
 
 
 
1% 6%
38%
28%
27%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
1% 6%
21%
39%
33%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.6 Response to statement 4.2.6 (Questionnaire: B6)  
Figure 4.7 Response to statement 4.2.7 (Questionnaire: B7) 
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4.2.8 As the company plans for the future, it asks for my ideas. 
 
 
 
 
4.2.9 I know the parts of my company’s plans that will affect my work. 
 
 
 
 
1%2%
10%
44%
43%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
1% 7%
27%
37%
28%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.8 Response to statement 4.2.8 (Questionnaire: B8) 
Figure 4.9 Response to statement 4.2.9 (Questionnaire: B9) 
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4.2.10 I know how to tell if we are making progress on my department’s part of the plan. 
 
 
 
 
4.2.11 I know who my most important customers are. 
 
Figure 4.11 Response to statement 4.2.11 (Questionnaire: B11) 
 
 
1%
11%
43%23%
22%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
2%
30%
43%
12%
13%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.10 Response to statement 4.2.10 (Questionnaire: B10) 
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4.2.12 I keep in touch with my customers. 
 
 
 
 
 
4.2.13 My customers tell me what they need and want. 
 
 
 
 
6%
6%
15%
33%
40% No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
17%
6%
28%22%
27%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.12 Response to statement 4.2.12 (Questionnaire: B12) 
Figure 4.13 Response to statement 4.2.13 (Questionnaire: B13) 
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4.2.14 I ask my customers if they are satisfied or dissatisfied with my work. 
 
 
 
 
 
4.2.15 I am allowed to make decisions to solve problems for my customers. 
 
 
 
 
 
15%
4%
20%
36%
25%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
13%
14%
19%
27%
27%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.14 Response to statement 4.2.14 (Questionnaire: B14) 
Figure 4.15 Response to statement 4.2.15 (Questionnaire: B15) 
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4.2.16 I know how to measure the quality of my work. 
 
 
 
 
4.2.17 I know how to analyze (review) the quality of my work to see if changes are 
needed. 
 
 
 
 
 
1%
38%
42%
9%
10%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
8%
28%
50%
9%
5%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.16 Response to statement 4.2.16 (Questionnaire: B16) 
Figure 4.17 Response to statement 4.2.17 (Questionnaire: B17) 
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4.2.18  I use these analyses to make decisions about my work. 
 
 
 
 
4.2.19 I know how the measures I use in my work fit into the company’s overall 
measures of improvement. 
 
 
 
 
31%
16%
38%
9%
6%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
14%
13%
44%
22%
7%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.18 Response to statement 4.2.18 (Questionnaire: B18) 
Figure 4.19 Response to statement 4.2.19 (Questionnaire: B19) 
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4.2.20 I get all the information I need to do my work. 
 
 
 
 
4.2.21 I know who the company’s most important customers are. 
 
 
 
 
 
3%
24%
33%
26%
14%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
4%
28%
42%
14%
12%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.20 Response to statement 4.2.20 (Questionnaire: B20) 
Figure 4.21 Response to statement 4.2.21 (Questionnaire: B21) 
184 
 
Data Analysis 
 
4.2.22 I get all the information I need to know about how my company is doing. 
 
 
 
 
4.2.23 I can make changes that will improve my work. 
 
 
 
 
 
0% 6%
21%
39%
34%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
2%
30%
42%
18%
8%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.22 Response to statement 4.2.22 (Questionnaire: B22) 
Figure 4.23 Response to statement 4.2.23 (Questionnaire: B23) 
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4.2.24 I am allowed to make changes that will improve my work. 
 
 
 
 
4.2.25 The people I work with cooperate and work well as a team. 
 
 
 
 
 
2%
17%
35%
33%
13%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
2%
28%
42%
22%
6%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.24 Response to statement 4.2.24 (Questionnaire: B24) 
Figure 4.25 Response to statement 4.2.25 (Questionnaire: B25) 
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4.2.26 My boss encourages me to develop my job skills so I can advance my career. 
 
 
 
 
4.2.27 I am recognized for my work. 
 
 
 
 
1%
17%
18%
41%
23%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
0%
12%
27%
32%
29%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.26 Response to statement 4.2.26 (Questionnaire: B26) 
Figure 4.27 Response to statement 4.2.27 (Questionnaire: B27) 
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4.2.28 I have a safe workplace. 
 
 
 
 
4.2.29 My boss cares for me. 
 
 
 
 
1% 6%
42%
27%
24%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
2%
12%
33%
23%
30%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.28 Response to statement 4.2.28 (Questionnaire: B28) 
Figure 4.29 Response to statement 4.2.29 (Questionnaire: B29) 
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4.2.30 I get everything I need to do my job. 
 
) 
 
 
4.2.31 My company cares for me. 
 
 
 
 
 
1% 8%
44%
29%
18%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
3% 5%
14%
36%
42% No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.30 Response to statement 4.2.30 (Questionnaire: B30) 
Figure 4.31 Response to statement 4.2.31 (Questionnaire: B31) 
189 
 
Data Analysis 
 
 
4.2.32 We have good processes for doing our work. 
 
 
 
 
 
4.2.33 I have control over my work processes. 
 
 
 
 
4%
17%
37%
26%
16%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
10%
17%
39%
27%
7%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.32 Response to statement 4.2.32 (Questionnaire: B32) 
Figure 4.33 Response to statement 4.2.33 (Questionnaire: B33) 
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4.2.34 My customers are satisfied with my work. 
 
 
 
 
4.2.35 I know how my company is doing financially. 
 
 
 
 
10%
14%
47%
10%
19%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
0%3% 5%
32%
60%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.34 Response to statement 4.2.34 (Questionnaire: B34) 
Figure 4.35 Response to statement 4.2.35 (Questionnaire: B35) 
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4.2.36 The company uses my time and talents well. 
 
 
 
 
 
4.2.37 The company removes things that get in the way of progress. 
 
 
 
 
4%
5%
36%
20%
35%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
7%
8%
35%
27%
23%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.36 Response to statement 4.2.36 (Questionnaire: B36) 
Figure 4.37 Response to statement 4.2.37 (Questionnaire: B37) 
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4.2.38 The company obeys laws and regulations. 
 
 
 
 
4.2.39 The company has high standards and ethics. 
 
 
 
 
6%
7%
21%
25%
41% No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
10%
11%
27%
25%
27%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.38 Response to statement 4.2.38 (Questionnaire: B38) 
Figure 4.39 Response to statement 4.2.39 (Questionnaire: B39) 
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4.2.40 The company helps my community. 
 
 
 
 
4.2.41 I am satisfied with my job. 
 
 
 
 
9%
0%
8%
29%
54%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
0%
14%
44%
20%
22%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.40 Response to statement 4.2.40 (Questionnaire: B40)  
Figure 4.41 Response to statement 4.2.41 (Questionnaire: B41)  
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4.2.42 I have a formal job description that clearly indicates my key performance areas. 
 
 
 
 
4.2.43 Communication is effective in my company. 
 
 
 
 
2%
11%
42%
17%
28%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
1% 7%
17%
39%
36%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.42 Response to statement 4.2.42 (Questionnaire: B42)  
Figure 4.43 Response to statement 4.2.43 (Questionnaire: B43)  
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4.2.44 The targets set by management are not realistic. 
 
 
 
 
4.2.45 The quality policy statement of the company can be regarded as the broad 
quality objectives for the company. 
 
 
 
18%
12%
33%
28%
9%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
17%
7%
55%
15%
6%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.44 Response to statement 4.2.44 (Questionnaire: B44)  
Figure 4.45 Response to statement 4.2.45 (Questionnaire: B45)  
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4.2.46 What the customers needs determines what the company plans. 
 
 
 
 
4.2.47 The company only makes what it can sell. 
 
 
 
 
5%
22%
52%
6%
15%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
14%
23%
40%
9%
14%
No Response
Strongly Agree
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Strongly Disagree
Figure 4.46 Response to statement 4.2.46 (Questionnaire: B46)  
Figure 4.47 Response to statement 4.2.47 (Questionnaire: B47)  
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4.2.48 Market research is done to determine customer needs and how well our 
company is satisfying them. 
 
 
  
 
4.2.49 Innovation focuses on locating new opportunities. 
 
 
 
 
 
22%
12%
53%
10%
3%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
19%
12%
48%
16%
5%
No Response
Strongly Agree
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Strongly Disagree
Figure 4.48 Response to statement 4.2.48 (Questionnaire: B48) 
Figure 4.49 Response to statement 4.2.49 (Questionnaire: B49)  
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4.2.50 Profit is seen as a critical objective. 
 
 
 
 
4.2.51 Customer credit is seen as a customer service. 
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45%
15%
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No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
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10%
49%
18%
2%
No Response
Strongly Agree
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Strongly Disagree
Figure 4.50 Response to statement 4.2.50 (Questionnaire: B50) 
Figure 4.51 Response to statement 4.2.51 (Questionnaire: B51) 
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4.2.52 Inventory levels are set with customer requirements and costs in mind. 
 
 
 
 
4.2.53 Transport arrangements of products are seen as a customer service.  
 
 
 
 
 
30%
7%
46%
13%
4%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
22%
10%
46%
15%
7%
No Response
Strongly Agree
Agree
Disagree
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Figure 4.52 Response to statement 4.2.52 (Questionnaire: B52) 
Figure 4.53 Response to statement 4.2.53 (Questionnaire: B53) 
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4.2.54 The sales force help the customer to buy if the product fits the customer’s needs 
while coordinating with the rest of the company.  
 
 
 
 
4.2.55 Customer satisfaction before and after sales leads to a profitable long-term 
relationship. 
 
 
 
38%
8%
35%
12%
7%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
17%
26%
51%
6% 0%
No Response
Strongly Agree
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Figure 4.54 Response to statement 4.2.54 (Questionnaire: B54) 
Figure 4.55 Response to statement 4.2.55 (Questionnaire: B55) 
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4.2.56 My leaders encourage learning that will help me advance my career. 
 
  
 
 
4.2.57 The sales force sells to the customer and do not worry about coordination with 
other promotion effort sin the rest of the company. 
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35%
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Strongly Agree
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41%
9%
16%
26%
8%
No Response
Strongly Agree
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Figure 4.56 Response to statement 4.2.56 (Questionnaire: B56) 
Figure 4.57 Response to statement 4.2.57 (Questionnaire: B57) 
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4.2.58 Transportation of goods is seen as an extension of production and storage 
activities, with the emphasis on cost minimization.  
 
 
 
 
4.2.59 Customer credit is a necessary evil. 
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28%
33%
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Figure 4.58 Response to statement 4.2.58 (Questionnaire: B58) 
Figure 4.59 Response to statement 4.2.59 (Questionnaire: B59) 
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4.2.60 Profit is residual – what is left after all costs are covered. 
 
 
 
 
 
4.2.61 The focus of the company is on technology and cost cutting. 
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36%
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No Response
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Figure 4.60 Response to statement 4.2.60 (Questionnaire: B60)  
Figure 4.61 Response to statement 4.2.61 (Questionnaire: B61)  
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4.2.62 Market research is used to determine customer reaction, if this info is used at all. 
 
 
 
 
4.2.63 The company sells what it makes. 
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49%
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Figure 4.62 Response to statement 4.2.62 (Questionnaire: B62)  
Figure 4.63 Response to statement 4.2.63 (Questionnaire: B63)  
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4.2.64 Customers should be glad we exist, trying to cut costs and bringing out better 
products. 
 
 
 
 
4.2.65 Most employees feel they are part of a team at work. 
 
 
 
 
18%
13%
47%
12%
10%
No Response
Strongly Agree
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9%
20%
38%
29%
No Response
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Figure 4.64 Response to statement 4.2.64 (Questionnaire: B64)  
Figure 4.65 Response to statement 4.2.65 (Questionnaire: B65)  
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4.2.66 Training is not seen as a priority by management. 
 
 
 
 
 
4.2.67 Production always receives priority in the company. 
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30%
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Strongly Agree
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43%
47%
7% 2%
No Response
Strongly Agree
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Figure 4.66 Response to statement 4.2.66 (Questionnaire: B66)  
Figure 4.67 Response to statement 4.2.67 (Questionnaire: B67)  
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4.2.68 Most employees feel they are not seen as important enough to be considered for 
training. 
 
 
 
 
4.2.69 The elimination of waste, communication and problem solving skills do not form 
part of quality. 
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17%
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25%
28%
25%
No Response
Strongly Agree
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Figure 4.68 Response to statement 4.2.68 (Questionnaire: B68)  
Figure 4.69 Response to statement 4.2.69 (Questionnaire: B69)  
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4.2.70 Management treats the work force as a valuable asset. 
 
 
 
 
4.2.71 Employees receive the education and training they need to continually improve 
their performance. 
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23%
30%
35%
No Response
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Figure 4.70 Response to statement 4.2.70 (Questionnaire: B70) 
Figure 4.71 Response to statement 4.2.71 (Questionnaire: B71) 
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4.2.72 Quality control is the function of the quality department. 
 
 
 
 
4.2.73 The company cares about its people. 
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33%
47%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.72 Response to statement 4.2.72 (Questionnaire: B72) 
Figure 4.73 Response to statement 4.2.73 (Questionnaire: B73) 
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4.2.74 People here are treated as adults. 
 
 
 
 
4.2.75 I would recommend the company as a good place to work. 
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Figure 4.74 Response to statement 4.2.74 (Questionnaire: B74) 
Figure 4.75 Response to statement 4.2.75 (Questionnaire: B75) 
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4.2.76 This company trusts its employees. 
 
 
 
 
 
4.2.77 My manager does a good job of explaining decisions that affects me and my 
department. 
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35%
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Figure 4.76 Response to statement 4.2.76 (Questionnaire: B76) 
Figure 4.77 Response to statement 4.2.77 (Questionnaire: B77) 
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4.2.78 I have confidence in the ability and judgment of my department’s management. 
 
 
 
 
 
4.2.79 Employees are treated with dignity and respect. 
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20%
41%
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No Response
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Figure 4.78 Response to statement 4.2.78 (Questionnaire: B78) 
Figure 4.79 Response to statement 4.2.79 (Questionnaire: B79) 
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4.2.80 Management pushes to achieve output at the expense of quality. 
 
 
 
 
4.2.81 The company is involved with the community. 
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13%
30%
46%
No Response
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Figure 4.80 Response to statement 4.2.80 (Questionnaire: B80) 
Figure 4.81 Response to statement 4.2.81 (Questionnaire: B81) 
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4.2.82 The company has a bright future. 
 
 
 
 
 
4.3 OTHER DATA – QUESTIONNAIRE: SECTION A 
The following information was obtained from section A of the questionnaire. 
 
4.3.1 Years of service 
The total number of years of service of the 162 respondents is 1 234,71 years.  
The summary of years of service is reflected in Table 4.2. 
 
Table 4.2 Years of service 
Category Longest service Shortest service Average service 
Shop floor employees. 26 years 0,4 years 7,27 years 
Leaders. 36 years 2 years 9,38 years 
 
4.3.2 Knowledge of the vision of the company 
The % of employees who know what the vision of the company is reflected in 
Table 4.3. 
 
6%
22%
46%
15%
11%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.82 Response to statement 4.2.82 (Questionnaire: B82) 
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Table 4.3 Knowledge of company’s vision 
Category of employees % Positive Response % Negative Response 
Shop floor employees. 40,0% 60,0% 
Leaders. 74,0% 26,0% 
 
4.3.3 Knowledge of quality policy statement for company 
Two formal types of quality awareness training have been conducted over the 
past years in the company.  ISO training was conducted as part of the 
implementation and consequent accreditation of the company.  Although the 
quality policy statement is visibly displayed in various parts of the company, the 
following response as to what the quality policy statement for the company is was 
received and is reflected in Table 4.4. 
 
Table 4.4 Knowledge of company’s quality policy statement 
Category of employees % Positive Response % Negative Response 
Shop floor employees. 53,3% 46,7% 
Leaders. 74,0% 26,0% 
 
4.3.4 Formal quality awareness training received at EH Walton Packaging 
(Pty)Ltd 
Formal training in quality awareness received by respondents is reflected in 
Table 4.5. 
 
 
 
Category of employees % Training received % No training received 
Shop floor employees. 51,1% 49,9% 
Leaders. 63,0% 37,0% 
 
4.3.5 Knowledge of when last ISO audit was conducted 
The last ISO surveillance audit was conducted in September 2007.  As an ISO 
accredited company a number of departments were audited during this audit.  
Table 4.5 Formal quality awareness training received at EH Walton  
  Packaging (Pty)Ltd 
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The awareness and knowledge of when this took place is reflected in Table 4.6.  
August, September and October 2007 were accepted as correct. 
  
 
  
Category of employees % Correct % Incorrect / Unaware 
Shop floor employees. 22,2% 77,8% 
Leaders. 29,6% 70,4% 
 
 
4.4 OTHER DATA – QUESTIONNAIRE: SECTION C 
The following responses were received from section C of the questionnaire, 
completed by leaders only. 
 
4.4.1 As a leader I have been actively involved in setting goals for my company or 
department. 
 
 
 
 
 
 
15%
29%
19%
15%
22%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Table 4.6 Knowledge of ISO audit 
Figure 4.83 Response to statement 4.4.1 (Questionnaire: C1) 
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4.4.2 I have received formal training in leadership since working for the company. 
 
 
 
 
 
4.4.3 I have received formal training in leadership before joining the company. 
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Strongly Agree
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Figure 4.84 Response to statement 4.4.2 (Questionnaire: C2) 
Figure 4.85 Response to statement 4.4.3 (Questionnaire: C3) 
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4.4.4 I have received training in supervisory skills since working for the company. 
 
 
 
 
 
4.5 OTHER DATA – QUESTIONNAIRE: SECTION D 
The following information was obtained from section D of the questionnaire.   
 
Leaders were requested to rate themselves and their immediate superior on a 
number of characteristics.  No indication was given on the questionnaire of which 
characteristics apply to which style.  The results are reflected in Table 4.7 and 
Table 4.8. 
  
19%
7%
11%
19%
44%
No Response
Strongly Agree
Agree
Disagree
Strongly Disagree
Figure 4.86 Response to statement 4.4.4 (Questionnaire: C4) 
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Table 4.7 Results of assessment for determination of leadership styles 
- Traditional qualities 
Traditional qualities Self % Superior % 
Compliance. 12,5% 62,5% 
Authoritative. 25,0% 87,5% 
Heroic / centre of attention. 0,0% 62,5% 
Aloof / insulated. 0,0% 62,5% 
Delegator / hierarchical. 25,0% 50,0% 
Deep specialty skills in traditional area(s). 37,5% 50,0% 
Extensive industry knowledge. 50,0% 62,5% 
Long-term company tenure. 50,0% 62,5% 
High control and demand. 12,5% 87,5% 
Domestic orientation. 50,0% 12,5% 
Creates consensus when needed. 62,5% 62,5% 
Intimate knowledge of organization. 87,5% 87,5% 
Awareness of competition. 87,5% 12,5% 
Source: Adapted from Mische (2001, p195) 
 
Table 4.8 Results of assessment for determination of leadership styles 
- High performance qualities 
High performance qualities Self % Superior % 
Innovator. 87,5% 37,5% 
Assimilator / learner / choreographer. 75,0% 12,5% 
Shares power and attention. 100,0% 37,5% 
Approachable / accessible. 100,0% 37,5% 
Conductor / network builder / leverager. 75,0% 50,0% 
Generalist with subject-matter expertise in 
several areas. 
62,5% 50,0% 
Experience across several industries. 50,0% 37,5% 
Portfolio of diverse knowledge. 50,0% 37,5% 
Empowerment and sponsorship. 87,5% 12,5% 
Global perspective. 50,0% 87,5% 
Creates coalitions / sponsors collaboration. 37,5% 37,5% 
Intimate knowledge of customer. 12,5% 12,5% 
Knowledge of customer. 12,5% 87,5% 
Source: Adapted from Mische (2001, p195) 
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4.6 OTHER DATA – GENERAL COMMENTS  
The following are some of the responses received on the question on what the 
one area in the company is that is most neglected (comments verbatim).  The 
written responses were supplemented by unstructured interviews. 
 
4.6.1 Comments from the shop floor: 
 Management doesn’t worry about their people. 
 Communication between workers and management. 
 Recognize what I do and earn their respect. 
 Training. 
 Let us know what is happening throughout the company. 
 Communication of company’s future and vision. 
 Merit bonuses. 
 It is when I am in need of help I am always turned down. 
 To be rewarded and praised when a good job has been done.  Just a thank 
you can make an employee want to do so much more for the company when 
it is seen by management. 
 As an hourly paid employee I do not feel part of the team. 
 Merit increases, merit bonuses and strongly based performance achievement 
recognition. 
 Training and hardware support. 
 The company should treat workers like human beings and not machines 
(comment toned down). 
 Proper training and assistance should be given to new workers. 
 Training, safety and housekeeping. 
 Company doesn’t relate good to its employees.  No training.  Still living in the 
past.  Not recognised by management, doesn’t want to change. 
 Opportunities for promotion across the racial spectrum.  Recognition for a job 
well done. 
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 Training and development of workers and having proper human relations with 
them. 
 Communication and respect from managers and supervisors. 
 
4.6.2 Comments from leaders: 
 Communication with workers. 
 Betterment of incentives and development of its employees. 
 No chance of promotion even if you study. 
 People are graded – staff versus factory workers, in other words upper versus 
lower class. 
 Employee motivation and satisfaction. 
 To treat its people with more respect. 
 I feel sometimes that things are just expected from a person without anyone 
taking your views and feelings into account. 
 Training. 
 Communication training for all employees.  Supervisory training to improve 
the quality of our products. 
 Individual performance appraisals. 
 Should have an incentive scheme to reward people. 
 I have never felt neglected. 
 Attitude of employees towards hourly workers – qualified journeymen.  Lack 
of respect from staff when addressing workers. 
 Training is not seen as a priority by management. 
 
A number of employees made comments with regards to wages and financial 
issues. These comments were not taken into consideration in the study.  It is the 
opinion of the researcher that financial aspects will vary depending on personal 
circumstances and inclusion in this study could lead to bias.    
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4.7 OTHER DATA – DOCUMENT REVIEW 
The following observations are made on documents relevant to this study. 
4.7.1 Board reports  
Packaging board meetings are held monthly.  The comments below are based on 
minutes of board meetings for a consecutive six month period in 2007.  
 A standing agenda is used (Annexure I).  
 Items three to six focus on financial aspects of the business.   
 Item six D relates to faulty work.  Measures include value of credits for 
previous month, value of work short supply to orders, value of additional 
material issued for reprint of faulty work and number of non-conformances 
raised internally and externally. 
 Item seven relates to skills development.  No report on skills development has 
been included for the six consecutive month period with no discussions or 
comments in the minutes. Three training reports were included in the minutes 
addressing the status of apprentices. 
 Item eight relates to BEE (Black Economic Empowerment).  No discussions 
included in the minutes for the six month period. 
  Item nine relates to general.  A point raised on a “training officer” carried for 
the six month period with minutes reading “carried forward” in every report. 
 The only targets identified in the reports are for financial achievement in the 
way of sales budget, production throughput, invoicing and profit. 
 
4.7.2 Management reviews 
In accordance with ISO 9001:2000 management reviews are held every six 
months.  The first meeting was held in February 2007 followed by a meeting held 
in September 2007.  The comments below are based on the minutes of the 
meetings (Annexure J) as well as observations by the researcher and interviews 
with the Quality Assurance Manager. 
 A standing agenda is used. 
 Two members of management present.  No Directors attended the meetings. 
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 Item four relates to customer feedback.  Currently the only feedback received 
is from customers who have active measuring systems for supplier 
performance.  Contrary to the process flow chart indicating the flow for active 
determination of customer satisfaction, PFC_2.2_SM_01, dated 13/07/06 
(Annexure K), no formal customer satisfaction surveys have been conducted 
over last twelve months.   
 The comment relating to bi-monthly visits to top customers, item four, only 
relates to the top two customers in the Cape Town area.  During the past 
twelve months only three visits took place. 
 A discussion relating to the importance and value of Management Reviews 
with directors of the company drew the comment that there are “more 
important issues to give attention to”. 
 
4.7.3 Management Forum 
The Management Forum consists of elected members from the various 
departments and meets on a monthly basis.  The first meeting was held in 
February 2007.  The main aim of the forum was to improve communication and 
discuss issues relevant to the employees and the growth of the company.  
Observations include: 
 Meeting initially chaired by Operations Director. 
 Operations Director no longer actively involved. 
 Meeting now chaired by the Marketing Director. 
 Attendance decreased from an average of 80% in the first six months to 10% 
for the last three meetings. 
 
4.7.4 Employees development 
No formal policies exists with regards to financial assistance for employees, 
training and training assistance, study leave and employment practices. 
 
There is no grading system for the various functions within the company and no 
clear and formal career advancement opportunities for employees. 
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4.7.5 Training 
 There is no formal internal training program that addresses the various 
procedures and good manufacturing practices. 
 Ad-hock training is presented by various department managers and 
supervisors, mainly as a result of non-conformances or customer complaints. 
 Apprentice training is active over various disciplines. 
 No formal internal training that addresses various soft skills. 
 No employees were requested and sponsored by the company to attend 
formal external training, except training in first aid as required by law, during 
the past twelve months. 
 
 4.8 CONCLUSION 
This chapter has analysed the results of questionnaires received by respondents 
within the production facility at EH Walton Packaging (Pty) Ltd.  Using the 
literature survey, the researcher has tried to link the findings of the empirical 
study with the literature researched.   Analyses of minutes of various meetings 
held within the company were done as additional material to help gain a better 
understanding of issues raised by respondents.  The data will be used in chapter 
five to test the various hypotheses. 
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CHAPTER 5 
TESTING THE HYPOTHESES 
 
 
5.1 INTRODUCTION 
The testing of the hypotheses has been approached using a number of criteria: 
 
 A written questionnaire answering 180 questions addressing the five sub-
problems (section B of questionnaire); 
 An assessment table relating to management and leadership styles (section 
D of questionnaire); 
 Observations relating to minutes of various forums; 
 Informal interviews with relevant role players in company; 
 A summary of the results for each of the hypotheses represented on a radar 
diagram compiled from the questions set up in the questionnaire addressing 
each of the sub-problems; 
 A summary of results for questions relating to customer orientation is 
represented in a tabular form, based on Table 2.17 (hypothesis eight); 
 Hypothesis 10 is tested through the calculation and use of chi-square values, 
represented in tabular form; 
 In hypotheses one to nine the unit of analysis is all the employees as one 
group; and   
 In hypothesis 10 the unit of analysis is the two groups of employees, namely 
leaders and non-leaders or shop floor employees. 
  
5.2 TRIANGULATION 
The triangulation process (radar diagram) is set up for each of the hypotheses, 
excluding hypothesis 10, where the positive results are superimposed over the 
negative results from the data collected in the questionnaires.  The radar 
diagrams have been computed using the following process: 
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 Positive and negative values 
Positive and negative values are calculated from the scope of the questions in 
the questionnaire as follows: 
 
Positive: (1 + 2) x 100 = %, where 1 and 2 corresponds to positive (agree)  
  answers in questionnaire. 
Negative: (3 + 4) x 100 = %, where 3 and 4 corresponds to negative   
  (disagree) answers in questionnaire. 
 
No neutral value was given as an option to ensure the integrity of analysis is not 
compromised. 
 
 Data points are computed for each question representing that particular sub-
problem on the radar diagram, where each question represents a position on the 
diagram. 
 Most of the questions in the questionnaire are based on the Likert scale. 
 A positive and negative position is calculated for each point on the radar 
diagram. 
 Drawing both diagrams, superimposing the positive set of results over the 
negative set of results and interpreting the results. 
 The conclusion for the particular sub-problem is based on the results generated 
from the questionnaire pertaining to that particular sub-problem. 
 No control can be exercised with respect to the percentage committed versus 
the percentage uncommitted, summarised from the sample population. 
 
5.3 EVALUATION TERMINOLOGY 
The following terminologies are used during the evaluation of the survey: 
 Minority  : 33,3% and less. 
 Half  : 50,0%. 
 Majority  : 66,67%, but less than 80,0%. 
 Most  : 80,0% and more. 
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 All   : 100,0%. 
 
5.4 TESTING THE HYPOTHESES 
5.4.1 Hypothesis 1: 
Ho  : There is a lack of consistency of purpose in the company. 
Ha : There is consistency of purpose in the company. 
 
The salient findings of the survey can be summarised as follows: 
 
Table 5.1 Summary of results of questions relating to consistency of 
  purpose 
Graph point Question Positive % Negative % 
1 1 73 27 
2 4 30 70 
3 6 44 56 
4 9 35 65 
5 10 54 46 
6 19 67 33 
7 35 8 92 
8 39 43 57 
9 40 58 42 
10 43 24 76 
11 44 55 45 
12 80 62 38 
 
 
 
 
 
 
 
 
 
228 
 
Testing the Hypotheses 
 
 
 
 
 
5.4.1.1 Written survey   
From the written survey, the majority of respondents: 
 Believe they know what the company is trying to accomplish. 
 Know how measures they use in their work fit into the company’s overall 
measures for improvement. 
 
Also from the written survey, the majority of respondents: 
 Know if they are making progress on their department’s part of the plan. 
 Believe that targets set by management are not realistic. 
 
 From the written survey, less than half but not a minority of respondents: 
 Do not believe the company lets them know what is important. 
 Do not know what part of the company’s plans will affect their work. 
 
From the written survey, a minority of respondents: 
 Agree that the company’s leaders share information about the company. 
 Know how the company is doing financially. 
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Figure 5.1 Graph of superimposed results of hypothesis 1 
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 Believe that communication is effective in the company. 
 
5.4.1.2 Interviews, comments and other data 
Contrary to the majority of respondents indicating that they know what the 
company is trying to accomplish,  less than half but not yet a minority of shop 
floor employees admitted to knowing what the vision for the company is, where 
the majority of leaders know what the vision is.  More than half of the leaders 
indicated that they are actively involved in setting goals for their departments. 
Comments and interviews supported the written survey where the majority of 
respondents felt that communication is lacking, especially about the vision  for the 
company and where it is heading.  
 
5.4.1.3 Test and conclusion of hypothesis 1 
The findings of the written survey reflected in Table 5.1 and Diagram 5.1, as well 
as the comments received support hypothesis one: “There is a lack of 
consistency of purpose in the company”.  It is possible that differences in 
understanding of the questions or statements could contribute to inconsistencies 
in some results.  An example is the majority indicating they know what the 
company is trying to accomplish, yet less than half know what the vision of the 
company is.  Further research must be done in this area to confirm these 
findings.  
 
Ho : Accept : There is a lack of consistency of purpose in the company. 
Ha: Reject : There is consistency of purpose in the company. 
  
 
5.4.2 Hypothesis 2: 
Ho  : There is a lack of long-term planning for profit. 
Ha : There is long-term planning for profit. 
 
The salient findings of the survey can be summarised as follows: 
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Table 5.2 Summary of results of questions relating to long-term  
  planning for profit 
Graph point Question Positive % Negative % 
1 8 12 88 
2 22 27 73 
3 27 39 61 
4 28 48 52 
5 37 46 54 
6 38 29 71 
7 45 75 25 
8 82 72 28 
     
 
 
 
 
5.4.2.1 Written survey   
From the written survey, the majority of respondents: 
 Agree that the quality policy statement of the company can be regarded as 
the broad quality objectives for the company. 
 Believe that the company has a bright future. 
 
Also from the written survey less than half, but not yet a minority, of respondents: 
 Do not believe they have a safe work place. 
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 Do not believe the company removes obstacles to progress. 
 
 Finally, the written survey indicates that a minority of respondents: 
 Believe that the company obeys laws and regulations. 
 
5.4.2.2 Interviews, comments and other data 
Profit can only be achieved when income exceeds expenses.  Expenses can only 
be improved by the elimination of non-value adding activities.  Waters (2002, 
p129) emphasises that high quality saves money in a world-class environment, 
that quality is a strategic issue and is everyone in the organisation’s 
responsibility.  The lack of discussion of issues such as skills development and 
BEE in board meetings indicates the lack of understanding of their importance in 
long-term success and profit.  Safety in the work place is paramount to long-term 
profit due to the savings that can be achieved by decreases in work place 
accidents and absenteeism.  Laws and regulations must be obeyed to ensure a 
company can stay in business.  Interviews confirmed the level of trust in the 
company with regards to safety of equipment and the health of employees.  
There are no social programs addressing health issues and minimal training, if 
any, given to decrease accidents and improve safety.   
 
5.4.2.3 Test and conclusion of hypothesis 2 
The results of the written survey reflected in Table 5.2 and Diagram 5.2 above, 
combined with observations support the hypothesis stated. 
 
Ho : Accept : There is a lack of long-term planning for profit.  
Ha: Reject : There is long-term planning for profit. 
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5.4.3 Hypothesis 3: 
Ho  : There are no clear performance indicators to guide towards   
  achievement. 
Ha : There are clear performance indicators to guide towards   
  achievement. 
 
The salient findings of the survey can be summarised as follows: 
Table 5.3 Summary of results of questions relating to performance 
  indicators 
Graph point Question Positive % Negative % 
1 6 44 56 
2 9 35 65 
3 20 59 41 
4 30 53 47 
5 35 8 92 
6 42 54 46 
7 44 55 45 
8 67 91 9 
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5.4.3.1 Written survey   
From the written survey, most of the respondents: 
 Believe that production always received priority in the company. 
 
Also from the written survey just more than half of respondents: 
 Get all the information they require to do their work. 
 State that they have formal job descriptions that clearly indicate their key 
performance areas. 
 Say that management sets unrealistic targets. 
 
 Finally from the written survey less than half, but not yet a minority, of 
 respondents: 
 Agree that the company lets them know what is most important. 
 Know the part of the company’s plans that will affect their work. 
 
5.4.3.2 Interviews, comments and other data 
Observations based on the minutes of Board meetings do not support the 
hypothesis that there are clear performance indicators to guide the company 
towards achievement.  The only targets observed are financial – sales, invoice, 
production throughput and profit achieved.  There are no targets based on 
previous losses and no targets that will ensure long-term sustainability and 
growth such as development and training, and customer satisfaction.  
 
5.4.3.3 Test and conclusion of hypothesis 3 
The results of the written survey reflected in Table 5.3 and Diagram 5.3 above, 
combined with observations, strongly support the hypothesis stated. 
  
Ho: Accept : There are no clear performance indicators to guide towards  
    achievement. 
Ha: Reject : There are clear performance indicators to guide towards  
    achievement. 
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5.4.4 Hypothesis 4: 
Ho  : There is a lack of leadership at all levels. 
Ha : There is not a lack of leadership at all levels. 
 
The salient findings of the survey can be summarised as follows: 
 
Table 5.4 Summary of results of questions relating to leadership at all levels 
Graph point Question Positive % Negative % 
1 2 52 48 
2 3 65 35 
3 5 26 74 
4 7 27 73 
5 15 38 62 
6 23 74 26 
7 24 53 47 
8 26 35 65 
9 29 45 55 
10 31 20 80 
11 36 43 57 
12 68 82 18 
13 70 29 71 
14 77 58 42 
15 78 64 36 
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5.4.4.1 Written survey   
From the written survey, most of the respondents: 
 Believe that the company does not care for them. 
 Believe that most of the employees feel that they are not important enough to 
be considered for training. 
 
The majority of respondents: 
 Do not have leaders that encourage learning that will help with career 
advancement. 
 Do not get asked what they think. 
 Do not believe that management treat the workers as a valuable asset. 
 
More than half, but less than the majority of respondents: 
 Are not allowed to make decisions to solve problems for customers. 
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 Are not encouraged by their leaders to develop job skills that will advance 
their careers. 
 Believe their bosses do not care for them. 
 Do not believe their time and talent is used well. 
 Believe that the leaders use the company’s values to guide them. 
 Have leaders that create a work environment that helps them do their job. 
 
Less than half but more than a minority of respondents: 
 Do not have confidence in the ability and judgement of their leaders. 
 Have managers that do a good job of explaining decisions that affects them 
and their departments. 
 
5.4.4.2 Interviews, comments and other data 
Comments from both leaders and non-leaders noted in section 4.9.1 and section 
4.9.2 regarding attitudes of management being negative indicates lack of 
leadership from team leader level to director level.  The presence of managers as 
defined in section 4.2.2 as “ensuring systems are followed and actions are taking 
place” is confirmed by the written responses to statements 77 and 78.  The drop 
in attendance to Management Forum meetings (section 4.10.3) could be as a 
result of the non-participation of the Operations Director.  This position is directly 
involved with the employees in production and he was the initiator of this forum to 
improve communication between all levels.  Informal interviews with members 
indicated that where they felt positive and encouraged at inception, they now feel 
that they have been let down by the leadership, hence they do not attend.  The 
absence of staff development policies and the lack of clear goals also reflect 
negatively on good leadership. 
 
5.4.4.3 Test and conclusion of hypothesis 4 
The results of the written survey reflected in Table 5.4 and Figure 5.4, combined 
with the comments from employees and observations noted, strongly supports 
the hypothesis that there is a lack of leadership at all levels. 
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Ho: Accept : There is a lack of leadership at all levels. 
Ha: Reject : There is not a lack of leadership at all levels. 
 
5.4.5 Hypothesis 5: 
Ho  : The existing culture is not conducive for growth towards 
 WCM. 
Ha : The existing culture is conducive for growth towards WCM. 
 
The salient findings of the survey can be summarised as follows: 
Table 5.5 Summary of results of questions relating to existing culture 
Graph point Question Positive % Negative % 
1 A6 24 76 
2 1 73 27 
3 3 65 35 
4 21 74 26 
5 25 72 28 
6 26 35 65 
7 27 39 61 
8 28 48 52 
9 29 45 55 
10 31 20 80 
11 32 56 44 
12 33 63 37 
13 35 8 92 
14 38 29 71 
15 39 43 57 
16 40 9 91 
17 41 58 42 
18 43 24 76 
19 65 30 70 
20 69 37 63 
21 70 29 71 
22 71 29 71 
23 72 52 48 
24 73 17 83 
25 74 34 66 
26 75 39 61 
27 76 28 72 
28 79 25 75 
29 81 15 85 
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5.4.5.1 Written survey   
From the written survey, most of the respondents: 
 Feel that the company does not care for them or the other employees. 
 Do not know how the company is doing financially. 
 State that the company is not involved in community development. 
 Know what the company is trying to accomplish. 
 
 The majority of respondents: 
 Believe communication is not effective in the company. 
 Do not believe that most employees feel part of a team at work. 
 Do not believe that the work force is treated as a valuable asset by 
management. 
 Disagree that the company trusts its employees. 
 Do not agree that employees are treated with dignity and respect. 
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 Do not think that employees receive the education and training they need to 
continually improve. 
 Feel they have leaders that create a work environment that help them do their 
job. 
 
More than half but less than the majority of respondents: 
 Do not feel they have a safe work place. 
 Feel that their boss cares for them. 
 Disagree with the statement that the company has high ethics and values. 
 Agree that the elimination of waste, communication and problem solving skills 
form part of quality. 
 State that people at the company are not treated as adults. 
 Would not recommend the company as a good place to work. 
 Are satisfied that they have good processes for doing their work. 
 Believe quality control is the function of the quality department. 
 
Less than half of the respondents: 
 Are not satisfied with their jobs. 
 
5.4.5.2 Interviews, comments and other data 
According to Likert (Scruggs, 2007) high performing organisations have mutual 
confidence and trust throughout the organisation and work, have a high sense in 
achievement of goals, effectively harness motivational concepts and have a 
tightly knit, functioning social system.  Comments listed in section 4.9.1 and 4.9.2 
combined with the results of the written surveys reflected in Table 5.5 and Figure 
5.5 above, are not in line with the statement made by Likert with regards to high 
performing organisations.   
 
5.4.5.3 Test and conclusion of hypothesis 5  
The findings of the survey as referred to in 5.4.5.2 support the hypothesis that 
the existing culture is not conducive for growth towards WCM.  
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 Ho : Accept : The existing culture is not conducive for growth towards  
         WCM. 
 Ha:  Reject : The existing culture is conducive for growth towards  
     WCM. 
 
5.4.6 Hypothesis 6: 
Ho  : Current empowerment practices have a negative influence on  
  growth towards WCM. 
Ha : Current empowerment practices have a positive influence on 
growth towards WCM. 
 
The salient findings of the survey can be summarised as follows: 
 
Table 5.6 Summary of results of questions relating to training  
  practices 
Graph point Question Positive % Negative % 
1 10 54 46 
2 16 81 19 
3 17 85 15 
4 18 78 22 
5 19 67 33 
6 24 53 47 
7 66 68 32 
8 71 29 71 
9 C2 29 71 
10 C4 31 69 
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5.4.6.1 Written survey   
From the written survey, most of the respondents: 
 Know how to measure the quality of their work. 
 Know how to analyse (review) the quality of their work to see if changes are 
needed. 
 
The majority of respondents: 
 Use the analyses to make decisions about their work. 
 Know how the measures they use fit into the company’s overall measures for 
improvement. 
 State that training is not seen as a priority by management. 
 Feel that employees do not get the education and training they need to 
continually improve their performance. 
 
The majority of leaders: 
 Have not received formal training in leadership since they started to work for 
the company. 
 Have not received training in supervisory skills since working at the company. 
0
50
100
1
2
3
4
5
6
7
8
9
10
Positive %
Negative %
Figure 5.6 Graph of superimposed results of hypothesis 6 
242 
 
Testing the Hypotheses 
 
5.4.6.2 Interviews, comments and other data 
Training is stated as lacking by the majority of respondents.  No report on skills 
development has been included in the minutes of Board meetings for the six 
month period in 2007 used in this study.  Comments based on observations and 
interviews stated in section 4.10.5 supports the hypothesis.  Although a lack of 
training and support are evident in various forms, there is a very positive 
response with regards to the ability to analyse work, measure quality of work and 
the use of analyses to make decisions about employee’s work by themselves.  
This could be due to the high level of apprenticeships completed within the 
company and those qualified employees remaining in the employ of the 
company. 
 
5.4.6.3 Test and conclusion of hypothesis 6 
The results reflected in Table 5.4.6 and Diagram 5.4.6 partially supports the 
hypothesis, possible reasons as stated above.  However, the lack of formalised 
training, absence of discussion at high level and high rate of comment about the 
lack of training and the need for it at all levels, support the hypothesis.  Further 
research should be done to gain clarity on the results reflected in Table 5.4.6. 
 
Ho : Accept :  Current empowerment practices have a negative influence  
   on growth towards WCM. 
Ha: Reject : Current empowerment practices have a positive influence on  
    growth towards WCM. 
 
5.4.7 Hypothesis 7: 
Ho  : There is a lack of understanding and acceptance of the value of  
  TQM principles by senior management. 
Ha : There is an understanding and acceptance of the value of TQM  
  principles by senior management. 
 
The salient findings of the survey can be summarised as follows: 
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Table 5.7 Summary of results of questions relating to understanding 
  and acceptance of TQM principles by senior management 
Graph point Question Positive % Negative % 
1 25 72 28 
2 64 72 28 
3 65 30 70 
4 67 91 9 
5 69 37 63 
6 80 62 38 
 
 
 
 
 
5.4.7.1 Written survey   
 From the written survey most of the respondents: 
 Agree that production receives priority in the company. 
 
Also from the written survey, the majority of the respondents: 
 Work well with the people in their teams. 
 Are of the opinion that customers should be glad the company exist, trying to 
cut cost and bring out better products. 
 Do not agree that most employees feel part of a team at work. 
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More than half, but less than the majority of respondents: 
 Do agree that the elimination of waste, communication and problem solving 
skills form part of quality. 
 Do agree that management pushes production at the expense of quality. 
 
5.4.7.2 Interviews, comments and other data 
Assessment of minutes from Board meetings as well as the Management 
Reviews (sections 4.10.1 and 4.10.2) show an ignorance of issues involving 
TQM.  The financial aspect of the organisation is discussed in great detail, but no 
forward planning involving employees and their contribution to become world 
class is addressed.  Comments made by senior management emphasises the 
place on the agenda in the company (“there are more important issues to attend 
to”).  Unstructured interviews with various middle managers highlighted the lack 
of communication with regards to information about quality and the status of 
customer complaints, non-conformances, credits, short supply to customers and 
cost of reworks.  These are measures reported to the Operations Director for 
inclusion in Board reports, but they are not communicated in a structured way to 
the lower levels of employees.  Communication with regards to the last ISO 
surveillance audit conducted was distributed by the Quality Assurance Manager, 
yet only 22, 2% of shop floor employees and 29,7% of leaders could report when 
it took place. 
 
5.4.7.3 Test and conclusion of hypothesis 7 
The findings of the written survey can not conclusively be used to determine the 
understanding and acceptance of TQM and TQM principles by senior 
management.  Although the questions relate to aspects of TQM, the instrument 
of analysis should not be all employees as a group, but rather senior leaders in 
the company.  The responses, however, do indicate that there is a perception 
amongst employees that senior management do not accept and support TQM 
principles. The contents of minutes observed do however strongly support the 
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hypothesis.  Further research must be done using senior managers and directors 
as the unit of analysis and concentrating in more detail on aspects and principles 
of TQM.  With the information available the hypothesis is accepted. 
  
 Ho : Accept  : There is a lack of understanding and acceptance of the  
      value of TQM principles by senior management. 
 Ha: Reject : There is not a lack of understanding and acceptance of the  
     value of TQM principles by senior management. 
 
5.4.8 Hypothesis 8: 
Ho  : Customer orientation is a production orientation. 
Ha : Customer orientation is not a production orientation. 
 
The salient findings of the survey can be summarised as follows: 
 
Table 5.8a Summary of results of questions relating to customer  
  orientation (production orientation) 
Graph point Question Positive % Negative % 
1 56 17 83 
2 57 42 58 
3 58 62 38 
4 59 44 56 
5 60 76 24 
6 61 69 31 
7 62 55 45 
8 63 81 19 
9 4 72 28 
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Table 5.8b reflects results on statements pertaining to a customer (world class) 
orientation. 
 
Table 5.8b Summary of results of questions relating to customer  
  orientation 
Graph point Question Positive % Negative % 
1 46 77 23 
2 47 73 27 
3 48 83 17 
4 49 74 26 
5 50 76 24 
6 51 75 25 
7 52 75 25 
8 53 71 29 
9 54 69 31 
10 55 93 7 
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Table 5.9 Summary of results reflecting a world-class and production  
  orientation 
Graph 
point 
Topic World-class Orientation Production Orientation 
  Question % Positive Question %  Positive 
1. Attitudes towards customers 46 77% 64 17% 
2. Product offering 47 73% 63 81% 
3. Role of marketing research 48 83% 62 55% 
4. Interest in innovation 49 74% 61 69% 
5. Importance of profit 50 76% 60 76% 
6. Role of customer credit 51 75% 59 44% 
7. Transportation arrangements 53 71% 58 62% 
8. Role of sales force 54 69% 57 42% 
9. Relationship with customer 55 93% 56 17% 
   Source: Adapted from Perreault and McCarthy (1999, p41)  
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5.4.8.1 Written survey   
 From the written survey most of the respondents: 
 Believe that customer satisfaction before and after sales lead to a profitable 
long-term relationship. 
 Believe that marketing research is done to determine customer needs and 
how well our company is satisfying them. 
 Believe that the company sells what it makes. 
 
The majority of respondents: 
 Believe customer needs determine company plans. 
 Believe the company only make what it can sell. 
 View innovation by the company as focusing on new opportunities, as well as 
focusing on cost cutting and new technology. 
 View profit both as a critical objective and as that that is left after all costs are 
covered. 
 Are of the opinion that customer credit and transport arrangements are part of 
customer service. 
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 View the sales force as helping the customer to buy if the product fits their 
needs, while coordinating with the rest of the company. 
 
5.4.8.2 Test and conclusion of hypothesis 8 
The results from the written survey reflected in Tables 5.8a, 5.8b, 5.9 and 
Figures 5.8, 5.9 and 5.10 strongly rejects the null hypothesis that the orientation 
towards customers is a production or traditional orientation.  Further research 
must be done to determine if the same world class customer orientation identified 
above also exists for internal customers. 
 
 Ho  :Reject : Customer orientation is a production orientation. 
Ha: Accept  : Customer orientation is not a production orientation. 
  
 
5.4.9 Hypothesis 9: 
Ho  : There is a lack of understanding of the importance of  
customer service.  
Ha : There is not a lack of understanding of the importance of  
  customer service. 
 
The salient findings of the survey can be summarised as follows: 
Table 5.10      Summary of results of questions relating to understanding 
                       of the importance of customer service 
Graph point Question Positive % Negative % 
1 11 75 25 
2 12 22 78 
3 13 41 59 
4 14 29 71 
5 18 78 22 
6 21 74 26 
7 34 68 32 
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5.4.9.1 Written survey   
 From the written survey the majority of the respondents: 
 Know who their most important customers are as well as who the company’s 
most important customers are. 
 Know how to analyses the quality of their work to make decisions about their 
work. 
 Do not keep in touch with their customer, nor do they ask them if they are 
satisfied with their work. 
 Feel that their customers are satisfied with their work. 
 
5.4.9.2 Interviews, comments and other data 
No surveys are conducted to determine what customer satisfaction levels are.  
Feedback received from customers based on their measuring systems and 
concentrating on issues important to them does indicate high scores (Annexure 
L).  Customer visits are encouraged and the majority of first prints for customers 
take place with them in attendance.  During these visits employees in all 
departments are encouraged to interact during factory tours, thereby making 
each order more personal.  Observations and unstructured interviews by the 
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researcher in production highlighted the lack of understanding of customer 
requirements and service in some areas.  Attention to detail of customer 
requirements are lacking and habits appear to increase, for example, when 
orders require specific packing configurations these will be overlooked and the 
“we have always done it this way” configurations will be used.  This highlights 
that training is required with regards to good manufacturing practices and 
customer service.    
 
5.4.9.3 Test and conclusion of hypothesis 9 
The hypothesis can not be fully accepted based on the responses from the 
written survey reflected in Table 5.10 and Figure 5.10.  Contradictions such as 
the response by the majority that their customers are satisfied with their work 
versus their response that they do not ask their customers if they are satisfied or 
not with their work could indicate bias.  Further research will have to be done to 
determine what the basis for this perception of customer satisfaction is and 
whether it applies to external as well as internal customers.  The lack of active 
customer satisfaction surveys does support the hypothesis, because if it was 
seen as important enough it would be a critical measure and be conducted.    
   
 Ho:  Accept : There is a lack of understanding of the importance of  
     customer service.  
 Ha : Reject : There is not a lack of understanding of the importance of  
     customer service.  
 
5.5 Hypothesis 10: 
Ho  : There is no difference in understanding and perceptions of TQM  
  principles between leadership and shop floor employees. 
Ha : There is a difference in understanding and perceptions of TQM  
  principles between leadership and shop floor employees. 
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The Pearson chi-square test results for question 1 – 80 of section B are reflected 
in Annexure H. The following questions showed a significant difference in 
response between leaders and non-leaders. 
 
Table 5.11 Questions showing a significant difference in response 
Questions p value Corresponding hypothesis 
1 0,0101704 1 5 
6 0,002864 1 3 
7 0,028714 1 3 
8 0,013308 2  
9 0,027700 1 3 
10 0,009610 1 3 
12 0,000393 9  
15 0,024286 4  
16 0,033377 6 7 
22 0,001579 2  
29 0,014292 4 5 
31 0,013123 4 7 
32 0,005515 5  
34 0,023899 9  
35 0,000176 1 3 5 
59 0,006554 8  
66 0,047874 6  
73 0,003101 5  
75 0,016821 5  
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Table 5.12   Summary of hypotheses applicable to significant differences in 
         response 
Hypothesis Number of 
questions with 
significant 
difference 
Total number of 
questions 
applicable to 
hypothesis 
% Questions significant 
different per hypothesis 
1 6 15 40% 
2 2 18 11% 
3 4 9 44% 
4 3 15 20% 
5 7 29 24% 
6 3 10 30% 
7 1 5 20% 
8 1 20 5% 
9 2 7 29% 
 
5.4.10.1 Written survey   
The majority of questions with a significant difference in response between 
leaders and non-leaders fall in questions relating to hypothesis one, lack of 
consistency of purpose, and hypothesis three, lack of clear performance 
indicators.  
 
5.4.10.2 Interviews, comments and other data 
The results reflected in Tables 5.11 and 5.12 reflect a significant difference in 
responses.  It does not reflect differences in understanding and perceptions 
between leaders and non-leaders of less than a 5% significance level.  In a world 
class environment everyone in the company must have the same vision and work 
towards the same goals.  The written responses do not support this, but 
complement comments from employees with regards to attitudes towards 
employees from management, communication about the company’s future and 
vision and feeling part of the team. 
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5.4.10.3 Test and conclusion of hypothesis 10  
The Pearson chi-square test, applied to the research instrument, does indicate 
that there are significant differences in understanding and perceptions between 
leaders and non-leaders.  Further research should be conducted to determine if 
these differences are random or department specific, as well as if they are 
applicable to all levels of leadership. The differences should also be categorised. 
These results could be used a basis planning interventions such as training.  The 
hypothesis that there is no difference in understanding and perceptions between 
leaders and workers is therefore rejected. 
 
Ho : Reject : There is no difference in understanding and perceptions of  
   TQM principles between leadership and shop floor 
 employees. 
Ha: Accept : There is a difference in understanding and perceptions of      
   TQM principles between leadership and shop floor  
  employees. 
 
5.5 CONCLUSION 
This chapter tested the various hypotheses based on written surveys, interviews, 
comments from employees and assessment of various company documents.  A 
summary of the findings is reflected in Table 5.13 on the following page. 
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Table 5.13 Summary of findings of hypotheses 
Hypothesis Ho Ha Comment 
There is a lack of consistency of purpose in the 
company. 
Accept Reject Further research 
recommended. 
There is a lack of long-term planning for profit. Accept Reject  
There are no clear performance indicators to guide 
towards achievement. 
Accept Reject  
There is a lack of leadership at all levels. Accept Reject  
The existing culture is not conducive for growth 
towards WCM. 
Accept Reject  
Current empowerment practices have a negative 
influence on growth towards WCM. 
Accept Reject  
There is a lack of understanding and acceptance of 
the value of TQM principles by senior management. 
Accept Reject Further research 
recommended. 
Customer orientation is a production orientation. Reject Accept Further research 
recommended. 
There is a lack of understanding of the importance of 
customer service. 
Accept Reject Further research 
recommended. 
There is no difference in understanding and 
perceptions of TQM principles between leaders and 
shop floor employees. 
Reject Accept Further research 
recommended. 
 
A most positive aspect of the written survey is that, contrary to the negative 
comments and results, 72% of respondents believe that the company has a 
bright future. 
 
In the next chapter the researcher will draw conclusions from the findings and 
make recommendations based on the literature surveys.  
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CHAPTER 6 
SUMMARY, CONCLUSIONS AND RECOMMENDATIONS 
 
 
6.1 SUMMARY OF THE MOST IMPORTANT FINDINGS 
The summary of the salient findings of this study is based on the facts 
established from the theoretical and empirical research.  Financial results 
reflected in minutes of Board meetings do not reflect the expected growth, 
despite major capital investments, the establishment of a quality department and 
ISO 9001:2000 accreditation.  Total quality is defined as “an approach to doing 
business that attempts to maximise the competitiveness of an organisation 
through continual improvement of the quality of its products, services, people, 
processes and environment” (Goetsch & Davis, 2003, p7).  The various aspects 
of TQM and organisational excellence that will lead to sustained growth as 
reflected in Figure 2.3 do exist within the company, but in various degrees and 
fragmented. 
 
Tables 3.4, 3.5 and 3.6 reflect the sample population.  Concerns about bias due 
to the chosen unit of analysis in some hypotheses were highlighted at the 
relevant hypothesis.   The sample size was not representative of the two units of 
analyses and this was discussed in section 3.10.  A high percentage of 
questionnaires were received back despite the length of the instrument.  The 
lucky draw that was incorporated into the return of questionnaires could have had 
a positive effect in the high return rate (81%). 
 
TQM as a tool to achieve organisational excellence is a relatively modern 
concept.  EH Walton Packaging (Pty) Ltd is a company with 163 years of history 
and still privately owned.  The respondent in a leadership position with the 
longest period of service has been with the company for 36 years and the 
average length of service of leaders is 9,38 years.  The length of service 
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combined with the lack of formal training received by leaders, namely 22,2%, 
could be a factor in the lack of knowledge of the value of TQM principles. 
 
The following section will comment of findings from the study, based on the sub-
problems identified. 
 
6.1.1 The corporate strategy correlates with Deming’s Seven Deadly Diseases. 
The seven deadly diseases identified by Deming as those issues that would 
prevent the achievement of top quality and world competitiveness (section 2.3.3, 
Table 2.10), are evident at EH Walton Packaging (Pty) Ltd.  Results reflected in 
chapter five can be summarised as follows: 
 
6.1.1.1 Lack of consistency of purpose  
According to Business Times in an article titled “When the board operates as a 
rogue cell” (29/10/2006), the statement is made that no matter what the size of a 
company or the industry, they all operate best with managerial clarity - “when 
people know which way the company is going and who is leading the change”.  
The current perception drawn from the written responses and comments from 
employees is one of fragmentation and inconsistency.  Even though this survey 
has highlighted a number of negative aspects, the majority of employees are 
positive about the future of the company.   Hypothesis one is accepted in section 
5.4.1. 
 
6.1.1.2 Emphasis on short-term profits 
The emphasis on short term profits is a reality based on the following: 
 No investments in business aspects that do not give immediate returns;  
these include training, employee development and investment in health and 
safety; 
 No investments on issues pertaining to BEE; and 
 No investment in HIV/Aids awareness or training programs. 
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6.1.1.3 Evaluation of performance, merit rating or annual review 
No performance based system for employees exist, except an incentive bonus 
scheme for a select number of production managers and senior managers.  
These bonuses are based on the achievement of monthly throughput and invoice 
budgets.  Yearly increases are done with no input from managers with regards to 
employees reporting to them and increases are only made known on payday. 
Financial rewards for hourly paid employees are limited to a bi-annual 
attendance bonus award. 
 
6.1.1.4 Mobility of management 
This was not included in the research. 
 
6.1.1.5 Running a company on visible figures alone 
The following are issues identified as a concern with regards to financial 
reporting in the company.  There are, however, other figures that could also be 
classified as hidden that are not financial.  These were not identified during this 
study. 
 Hidden costs of production are not recorded and analysed.  These may 
include time lost due to employees loitering or leaving early, time lost due to 
tea breaks and lunch times and the cost of intensive preventative 
maintenance versus breakdown costs. 
 No quality costing models is used.  Costs for reworks only concentrate on the 
material cost and do not include employee cost or production cost. 
 The cost of external rejections does not include cost of transport to return 
product to factory and administrative costs resulting from these rejections. 
 
6.1.1.6 Excessive medical costs for employee healthcare 
No current data is available with regards to employee absenteeism and the 
actual costs to the company.  Weekly reporting is done on absenteeism, but this 
information is only used as a tool for corrective and disciplinary actions and to 
ensure the wage sheets balance.  It is concerning that six employees have 
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passed away over the last 18 months as a result of possible HIV/Aids related 
illnesses.   
 
6.1.1.7 Excessive costs of warrantees 
Over the past 12 months no warrantee costs had to be paid.  However, rejections 
do occur at a rate of 5-10 per month.  No accurate costing has been done to 
determine the true costs. 
 
6.1.2 Strategic planning 
Any strategic planning that has been done to date has not followed the 
recommended process depicted in Figure 2.4.  Strategic planning concentrated 
on strengths of the company in type of product that can be supplied and gaps in 
the market that could be filled.  No internal or external analyses incorporating 
environmental factors via PEST analysis framework have ever been conducted. 
The company only decided to adopt a mission as a requirement of the ISO 
system – not because they truly believe and live it. 
 
6.1.3 Lack of leadership at all levels 
The current perceptions of leadership styles from middle managers to senior 
managers vary from extremely traditional in some aspects to highly competent in 
some high performance aspects.  Traditional criteria such as authoritative with 
high control and demand styles are rated as present in 87,5% of senior 
management.  Long-term company tenures by senior managers, also a 
traditional trait, are confirmed by their intimate knowledge of their organisation 
(87,5%) and extensive industry knowledge (62,5%).  Senior management are 
also perceived to have high-performance skills more related to business aspects, 
such as global perspectives (87,5%) and  knowledge of competitors (87,5%).  
High-performance criteria that also form part of total quality management are less 
prevalent in senior management. These include being innovative (37, 5%), 
sharing of power and attention (37, 5%), being learners/assimilators (12, 5%), 
promoting empowerment (12, 5%) and having an intimate knowledge of their 
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customers (12, 5%).  Middle management perceives themselves to be managers 
or leaders with high performance skills, who strongly believe in power and 
attention sharing (100%), being network builders (75%) and innovators (87, 5%).  
This contrast could be the result of the organisation’s history and the fact that it is 
still privately owned (third generation) - shareholders play an active part in the 
running of the production facility and tend to have long tenures, where middle 
managers are either appointed from the outside, or promoted from within.   
 
Leaders have not received adequate management or supervisory training and 
this could be part of the reason they have not been given the opportunity to 
actively participate in the setting of goals for the organisation.  The fact that only 
40% of leaders agree that they have formal job descriptions that clearly indicate 
their performance areas will have a negative effect on their ability to be good 
leaders:  if you do not know what is expected of you, how can you be expected to 
lead others? 
 
Of concern are the indicators pointing towards a lack of emotional intelligence.  A 
number of employees commented on the attitudes of leaders towards them and 
issues with regards to trust, treatment with respect and as adults resulted in a 
majority negative responses. 
 
6.1.4 Prevailing philosophy 
Section 2.5.1 defines philosophy as a result of culture and motivation.  Results 
from the written survey as well as comments received indicated that there is no 
“company culture”.  Comments range from “can not let go of the past” to “I have 
never felt neglected”.  Lewis et al (2004, p355) believe that culture must be 
equipped to adapt and change quickly to handle demand of change – the exact 
opposite to what has been found.  Bureaucratic values that foster immaturity in 
workers exist – responses highlighted in 6.1.3 confirm this.  There are also no 
social programs within the company that could aid to improving both the 
conditions where the employees work as well as relationships between the 
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various groups.  85% of respondents do not believe that the company is involved 
with the community.   
 
6.1.5 Workforce empowerment  
The total lack of support for internal training was evident from written responses, 
comments from employees as well as extracts from Board reports.  Senior 
management believes that the company is doing a “lot of training”, but there is a 
lack of understanding between training for apprentices and learners, and shop 
floor skills training.  82% of employees also feel that they are not good enough to 
be trained - how can a company then expect to move forward?  Communication 
is not effective and the majority of respondents noted this as an area where the 
company can improve.  Respondents feel that there are no career paths and 
even if they study, they do not get opportunities or promotions. More than half of 
the respondents are not encouraged to learn new skills and the majority feel that 
training is not seen as a priority by management. The lack of training and 
involvement is also evident in the results that analysed if leaders and non-leaders 
think the same – they do not.  Trained and involved employees work towards the 
same goals, think the same way about their goals and understand what they are 
trying to achieve. 
 
6.1.6 Understanding of Total Quality Management Principles 
Quality must be everyone’s responsibility. However, only 48% of respondents 
disagree with the statement that quality control is the quality department’s 
function.  That means that more than half of the respondents do not “care” if their 
work is the correct standard of quality or not, it is not their function.  Quality 
assurance and TQM are not accepted by senior management as tools to improve 
in all areas.  This is evident from comments with regards to the management 
review process and issues noted in the minutes of Board reports (section 5.4.7).  
Further research must be done at management and senior management levels 
and with specific emphasis on the understanding of TQM.  A surprising result is 
the world-class orientation with regards to customers.  This could be attributed to 
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the history of the company where it has been perceived as a small company with 
family values and intense customer service.  Even though the company has 
grown, it is encouraging to note that some attitudes are so engrained with 
employees.  On the opposite side there appears to be a less active approach 
with regards to customer satisfaction surveys.  These surveys are important – not 
only for ensuring you are always one step ahead of your customer, but also to 
build relationships.  Customer surveys should also not only be aimed at external 
customers, but must be cascaded into the production facility and internal 
customers.  This will not only improve quality and production, but will also 
encourage teamwork. 
 
6.2 CONCLUSIONS 
The above are only a few of the issues identified during the research in an effort 
answer the sub-problems leading from the main problem.  The main problem 
identified for this research has been answered, although not convincingly in all 
the areas.  Further research must be done to gain clarity and better 
understanding.  The current perceptions of fragmentation within the company – 
with relation to leadership, training, philosophy – need to be addressed and the 
energies of the employees harnessed and guided towards common goals via 
clear and well developed strategies.  Even though this research has highlighted 
many negative issues within the company compared to world class 
manufacturing criteria, the positivity, energy and belief in the organisation 
displayed by employees is probably the best basis one could have to embark on 
change.   
 
Total quality management and all that it represents must become a way of life.  
This is the only way in which shareholders will smile on their investment, 
employees will “want” to become and be part of the organisational family and 
customers will be the organisations best marketers. 
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6.3 RECOMMENDATIONS 
The following recommendations are made, either as a result of the research 
activities or as a result of observations during the process.  It must be noted that 
these recommendations are not the only issues that must be addressed.  It is the 
suggestion of the researcher that the issues listed below must be discussed and 
prioritized by Board members after they have studied this document.  
 
6.3.1 Strategic issues 
 Strategic decisions on change management must be discussed, understood 
and agreed upon at board level. 
 Strategic planning process suggested by Goetsch and Davis (2004, p99) to 
be followed and could be facilitated by an independent facilitator to take 
emotions out of the process. 
 Strategic planning must include a PEST analysis of environmental factors. 
 Management of diversity must be addressed. 
 Measurement systems should move away from the current system based on 
Goldratt’s theory of constraints (Goetsch & Davis, 2004, p699) where 
throughput, inventory and operating expense are the only measures. 
 Balanced scorecards, as developed by Kaplan and Norton (Averson, 1998) 
should be investigated and could be implemented as a management system 
and not only a measurement system. That would enable the organisation to 
clarify the vision and strategy and translate them into measurable actions. 
 Strategic architecture of the company must be analysed to allow for 
determination of key performance areas that must be cascaded down to shop 
floor level. 
 Hidden costs must be identified, monitored and used as improvement targets.  
Quality costing could be introduced. 
 Social programs must be a strategic issue.  HIV/Aids programs, educational 
programs and training must be implemented and become an active part of 
Board meetings. 
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 Management Reviews must be incorporated into Board meetings every six 
months. 
 Monthly quality feedback meetings must be held to update all leaders as to 
the status of quality and related issues.  Baselines must be determined with 
regards to issues that are currently being measured, and targets for 
improvement set. 
 
6.3.2 Leadership 
 Profile analyses for all leadership positions. 
 Personal interventions to close gaps between current leadership styles and 
requirements for high performance leaders. 
 Training on change management. 
 Team building between all leaders to discuss burning issues and to build trust 
relationships. 
 Continuous coaching and mentoring to all levels of management, especially 
when embarking on change initiatives. 
 
6.3.3 Philosophy  
 Assessment of prevailing culture according to Table 2.20 must be conducted 
after strategy has been determined.  This will assist in identifying areas that 
need to be concentrated on to ensure that the company culture and strategy 
is compatible. 
 Burning issues of the past must be discussed in order to be buried.  This 
could be done via the Management Forum. 
 Information sharing and communication must receive high priority.  All 
components and strategies within excellence and total-quality settings are 
based, either directly or indirectly, on effective communication.  It is 
fundamental to leadership, decision making, problem solving, teamwork, 
training, and employee involvement and empowerment (Goetsch & Davis, 
1997, p289; Knod & Schonberger, 2001, p260). 
 A newsletter should be introduced, for the employees and by the employees. 
265 
 
Summary, Conclusions and Recommendations 
 
 Some form of motivation must be introduced.  Issues listed in Table 2.23 
should be considered when designing an incentive or motivational scheme.  
 
6.3.4 Training 
 A training needs assessment must be done.  Foster (2004, p444) 
recommends a model for organisational training that could be used.  
 Assistance must be given to current employees to draw up a skills program 
incorporating all employees and including it in the production schedules. 
 Training must include the following soft skills identified during the research: 
communication skills, conflict handling, teamwork, the value-adding chain, 
elimination of waste, problem solving skills and visual performance 
measurement. 
 Trainers must be able to converse in the predominant language of the group 
in training and must be able to communicate at all levels; alternatively it must 
be ensured that translators are available depending on the language of the 
group.  
 Management must be involved in training, either as presenters or as 
participants. 
 Acknowledgement for all training attended must be given in some form.  This 
need not be financial, but could be by way of a publicly awarded certificate.  
 Training with regards to good manufacturing practices must receive high 
priority. 
 Training in standard operating procedures followed by job observations must 
receive attention.  This could eliminate problems and complaints resulting 
from work becoming “second nature”. 
 
 
6.3.5 General 
 The management team must be made aware of the value of TQM.  This can 
be done by visiting companies in the Nelson Mandela Metropole who has 
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excelled in all aspect of business and have done so via implementation and 
active use of TQM and TQM principles. 
 Benchmarking could be investigated with regards to successful 
implementation of TQM. 
 
6.4  FINAL THOUGHTS 
EH Walton Packaging (Pty) Ltd has survived many challenges since its 
establishment in 1845.  It has prided itself as one of the leaders in the printing 
and packaging industry and has always been at the forefront of technology. 
 
The perception of the researcher that growth could have been enhanced over the 
last few years by implementation and embracing of TQM and TQM principles has 
been partially substantiated by the results of this research.  The leading position 
the company has always held with respect to technology and processes in the 
industry is no longer the order winner.  As mentioned on a number of occasions 
the positivity of employees and the trust they have in their products and 
organisation, despite the many negative aspects, are the best basis to embark on 
change – the people of the company, under strong and clear leadership, will 
become the order winners.   
 
EH Walton Packaging (Pty) Ltd can in summary be classified as a “Traditional 
Company” as reflected in Figure 2.2. It needs to gain control and the 
recommendations listed can be summarised as: 
 Taking innovative action; 
 Getting back in touch; 
 Existing for customers; 
 Fostering individual commitment; and 
 Installing unique values. 
Adapted from Maskell (1994, p40) and Knipe (2002). 
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It is the hope of the researcher that the senior employees will not take the results 
and comments of this research personally, but rather see it as proof that TQM is 
the only way to enhance shareholder value, sustain growth and improve the life 
style for all at EH Walton Packaging (Pty)Ltd.   
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